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Abstract
Ireland’s economic success has been unprecedented between the period of 1993 and
present. A number of internal and external factors accounted for this success. The
economic performance was driven primarily by a relatively small number of foreign
based firms who chose Ireland as their European base. Factors such as globalisation,
an increasing domestic cost base and changes in EU legislation have lessened the Irish
economy’s attractiveness to foreign direct investment.

Ireland has strong production and operational capabilities; it must develop expertise in
two areas to ensure continued future success. These two areas are, building expertise
in export sales and marketing and strengthening its position in research and
development. The focus of this research is on building competencies in the sales arena
in Irish owned SMEs.
Finns need to utilise sales training programs to achieve and maintain a high level of
salesperson competence. A critical issue facing sales force development is how to
effectively assess sales training programs. Effective evaluation of sales training
programmes is an area of potential benefit to Irish SMEs. This research investigates
the types of sales training methods SMEs employ and the degree to which they
evaluate this training.

The researcher conducted an on-line survey of Irish SMEs within the software
industry. The survey discovered that Irish SMEs carry out sales training on a regular
basis, the majority do not set regular training objectives however, an area literature
suggests is vital for enhanced training effectiveness. Finally, SMEs are aware of the
need for sales training evaluation but are not employing optimum methods to do so.

This research suggests that if SMEs set specific sales training objectives on a more
frequent basis and evaluate the training at a behavioural level, this would result in
more effective sales training.
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Chapter 1
Introduction
1.1 Aim of the study

“Reinforcing the competitiveness of the exporting sector needs to be a high priority
for the coming years” (Forfas, 2007).

The Irish economy performed exceptionally well in the period between 1993 and
2005: unemployment was reduced by two-thirds, national income was doubled and
the number of people at work increased by more than half (Enterprise Ireland, 2005).
This performance has continued in the recent past. Forfas (Annual Report, 2006)
outlines how employment grew by 86,700 in 2006, GNP grew by 7.4% and
unemployment fell to 4.1%. In the early years of the Celtic Tiger growth was driven
primarily by a strong perfonnance in exports (Forfas, 2006). Currently, however,
much of the Irish economy’s growth is driven by domestic demand supported by high
levels of borrowing rather than by international trade (Forfas, 2007). Forfas (2007)
also state that “domestically generated growth is not sustainable “and that increasing
standards of living in the long run will require a return to export led growth”. The
importance of exports and export performance cannot, therefore, be doubted.

A survey by the Irish Development Agency (Forfas, 2003) outlined how the success
of the Irish economy was driven, by and large, by a relatively small number of foreign
owned companies. The same report also concluded that the indigenous Irish SME
sector did not perform as successfully as the foreign owned sector. Forfas in a 2004
report (‘Ahead of the Curve’) and in their 2006 ‘Review and Outlook’ describe how
parts of China, India, South-East Asia and Central Europe are now targeting the kinds
of high-tech manufacturing and services that have driven Ireland’s growth for the last
fifteen years.

‘Ahead of the Curve’ describes how indigenous Irish companies, while not
performing as well as foreign owned companies, contribute the same amount to the
economy in terms of spend locally, and also in terms of employment. Data from
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Forfas (2007) describes how this situation continues to this day: Sales in Irish
indigenous Finns amounted to €25 billion in 2005, the figure for foreign owned firms
was €85 billion. Direct expenditure in the Irish economy paints a different picture;
however, Insh Finns spent € 16.8 billion in 2005 in the local economy while their
foreign owned counterparts accounted for €17.3 billion. Figure 1.1 dramatically
outlines the rather stagnant contribution Irish owned manufacturing companies make
to our export performance in comparison to dramatic export growth from our foreign
owned MNCs. This further highlights the need for a stronger indigenous sector.

Figure 1.1 Irish Export Values (Central Bank of Ireland, Quarterly Bulletin 3 2005
finfacts.ie)
Figure 2. Iriili Export Valuev 1991-2002. eum inilljuii'>

With the competitive nature of the world economy and the potential for foreign
owned companies to relocate to more cost effective countries the necessity of a strong
indigenous sector is obvious. Irish firms are less likely to move abroad but need to be
more successful to boost their economic performance and their contribution to the
economy. ‘Ahead of the Curve’ (2004) was followed by another Forfas report
‘Innovate Market Self (2004) which explored two areas which would facilitate
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improvement in SME performance. One area was Innovation while the second was
Sales and Marketing capability.

This Master research thesis focuses on building competencies in the area of selling,
one of the key recommendations of ‘Innovate Market Sell’. As stated previously the
need for a strong indigenous export sector is of critical importance to the Irish
economy. The report suggested that one way in which companies can develop sales
competencies is by the effective use of sales training programmes. The literature
suggests that one aspect of sales training that needs improvement, and offers
opportunities for companies to enhance their selling competencies is evaluation of
sales training interventions. Leach and Liu (2003) state that “the most critical issue
facing sales force development is how to effectively assess sales training
programmes”. It is the opinion of the researcher who has ten years experience as a
sales professional, therefore that the area of sales competencies and in particular sales
training and its evaluation are worthy of research.
This research seeks to answer the following questions:

To discover best practice in relation to sales training by reviewing relevant
literature and empirical studies.
To discover the approaches currently being used by SMEs in managing and
evaluating sales training.
3.

To make recommendations which would guide SMEs on how to manage their
sales training in order to achieve high quality effective outcomes.

To obtain answers to these questions the study will proceed as follows. Chapter 2
reviews literature on the relationship of selling and marketing. It describes marketing
as a process but also as a business concept. Selling’s role both as a component of the
process and as an integral part of the concept will be discussed. Chapter 2 also
outlines changes in the evolution of selling and what place it currently holds in current
business thinking. Chapter 3 examines selling in an industrial setting and how this
differs from consumer markets. Chapter 3 also explores competencies, focusing on
sales competencies and how the literature suggests that these may be developed.
13

Chapter 4 outlines Ireland’s economie performanee over the last fifteen years. It will
show how the Irish economy has depended to some extent on foreign multinational
companies and on a strong and a strong domestic construction sector for success. The
subsequent need for an enhanced export performance by indigenous SMEs is
elaborated. Chapter 5 will detail the importance of training to the Irish economy. It
examines sales training techniques and summarises recommendations as to an
optimum choice of method. The role of evaluation will also be looked at in this
chapter as will a brief summary of the literature review carried out. Chapter 6
describes how the primary research for this study was conducted. It outlines how the
indigenous software SME sector was chosen and how data was collected from these
companies by way of an on-line survey. Chapter 7 contains the project’s findings
while Chapter 8 outlines the research’s discussions and recommendations.
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Chapter 2
New perspectives on the role of selling in Marketing.
Among the many definitions and explanations of marketing in literature, two
approaehes are noteworthy. The first view is that of marketing as a proeess, the
second is that of marketing as a philosophy or concept.

2.1 The marketing process
Marketing is a process by which the organisation matches the needs and expectations
of customers with the organisations ability to satisfy them (McDonald and
Christopher, 2003).

Figure 2.1 The Marketing Process
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The marketing proeess involves a number of speeialised aetivities; defining segments
and target markets, identifying the value eustomers require, ereating value
propositions to fulfil these needs, eommunicating these value propositions to all those
in the organisation responsible for delivering them and securing their co-operation,
delivering the value proposition through products and services supported by
communications, selling and customer service. Other activities include: monitoring
the value delivered against that required and enhancing value through adjustments to
the organisations structure and culture as a result of experience and market research.

Implied in McDonald and Christopher’s diagram of the marketing process (Figure
2.1) is that the company employs its assets, (human, financial, physical and
knowledge) to activate the marketing process. The Marketing process then replenishes
and expands company assets by way of profits, knowledge and competencies gained
through the marketing process. The other noteworthy view of marketing is that
marketing is a philosophy, widely known as the marketing concept. This is a set of
beliefs and values which guide a company to success. According to Futrell (2002)
marketing is a business philosophy that says that the fact that the customers want
satisfaction is the economic and social justification for a Finns’ existence.

It is proposed to discuss the marketing process at this point and to locate the sales
function within that process. Later in this chapter (2.3) the marketing concept will be
revisited and its implications for the tasks of selling will be analysed.
Returning to marketing as a process scholars like McCarthy (1960) and Kotler (2000)
describe a marketing mix which a company plans and brings into operation in order to
deliver the required values to target customers. The marketing mix is a set of factors
and activities which a company chooses, designs and operates in order to deliver
value and receive payment from target customers. The marketing mix in figure 2.2 is
summarised as the 4 Ps Product, Price, Promotion and Place.
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Figure 2.2 The Marketing Mix

Product

Place

Product variety
Quality
Design
Features
Brand name
Packaging
Price
Sizes
List price
Services
Discounts
Warranties
Allowances
Returns
Payment period
Credit terms

Channels
Coverage
Assortments
Locations
Inventory
Transport

Promotion

Sales promotion
Advertising
Sales force
Public relations
Direct marketing

(Kotler, 2000)
Three of these four Ps correspond to certain activities listed above in the marketing
process, specifically: creating value propositions to fill customer needs (Product),
delivering the value propositions through products and services, supported by
communications, selling and customer service (Promotion and Price). One of the four
Ps is Promotion. The so-called promotion mix is a particular blend of “sales
promotion, advertising, sales force, public relations, direct mail, telemarketing and
use of the Internet” that a company employs to reach its trade channels and its target
customers (Kotler, 2000). Note that sales force is one of the elements of the
promotion mix listed by Kotler in Figure 2.3. In a widely quoted article on the nature
of marketing Levitt (1960) drew a distinction between selling and marketing. “Selling
focuses on the needs of the seller, marketing focuses on the needs of the buyer.
Selling is pre-occupied with the sellers need to convert his product into cash,
marketing with the idea of satisfying the needs of the customer by means of the
product and the whole cluster of things associated with creating, delivering and finally
consuming if’.
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2.2 Selling’s role in the marketing process
At its simplest selling is an aetivity within the marketing process. Selling is also
recognised as a marketing communications tool along with advertising, sales
promotion, publicity and PR and commercial sponsorship. The role of selling in the
promotion mix is depicted in Figure 2.3.

Figure 2.3 A company’s promotion mix.

Promotion mix

(Kotler, 2000)
Each activity in the promotion mix influences, informs, motivates and ultimately
persuades intermediaries such as retailers and dealers and also target customers.
Selling or as text books refer to it, ‘personal selling’, involves finding potential
customers, exchanging information with them, and persuading them to buy the
product. How the selling role has evolved since the nineteenth century is the subject
of debate.

Clabaugh and Forbes (1992) outline how, prior to 1920 and stretching back to the pre
industrial period, consumer demand for goods exceeded production capability.
Selling’s function was primarily that of order taking. The focus of business
organisations was mainly on the production of goods and services with little regard
for the underlying needs of the customers the goods were being produced for. After
1

World War 2 and leading up to 1950, demand for goods stayed strong while supply
increased to some extent. Selling took on a more active role as companies attempted
to persuade customers to purchase their offerings. In the period between 1950 and
1965, personal selling came to the fore especially in countries like the United States.
Supply had at this stage outstripped demand and consumer choice was now a key
factor in business. The job of the sales team was to ‘persuade’ customers to purchase,
sometimes using dubious or even unethical sales techniques. A definition from the
1950s helps to illustrate this, “personal selling is an interpersonal persuasive process
designed to influence the buying decision process”. A shift of focus from production
to market had occurred, but persuasion was still the central tenet of the sales effort
(Clabaugh and Forbes, 1992). During the late 1950’s and early 1960’s writers such as
Levitt described the Marketing concept which has as its core the satisfaction of
customer needs. Many companies adopted a marketing approach to business
subsequently. I'he approach outlined above where a company’s business orientation
moves from production through selling and onto marketing has been disputed by
some commentators. Fullerton (1988) argues that in some companies in the 1880s the
‘marketing concept’ existed. Wortuba (1991) states that “the fundamental nature of
selling evolves through a series of stages though these stages are not necessarily
related to specific calendar periods”. The thesis will now examine what traditionally
has been viewed as the ‘selling process’.

2.2.1 The historical selling process
Selling has been viewed as a process consisting of a number of steps that a
salesperson must carry out to achieve the sale. These steps have been categorised as
the seven steps (Rogan, 2000). Each traditional step is outlined below.

Prospecting and Qualifying: A person or organisation which has not bought from the
company but is judged a potential customer is known as a prospect. Who are the key
customers and the level of importance attributed to each customer? The company
could, for example, classify their customers as As Bs or Cs. The next step in the
process is pre-approach. This may involve securing an appointment to see a key
buyer. This step may also involve research by either the company or the sales
representative as to the attractiveness of entering into a business relationship with a
19

new customer. Approaching the customer then occurs nonnally by way of phone call,
face-to-face sales call, or arranged meeting and presentation. During the visit or
interview, the salesperson presents the benefits of the product versus competing
products to the buyer. Any objeetions raised by the customer (or prospect) regarding
features, price or other factors must be answered convincingly by the sales
representative. The salesperson then attempts to close the sale and achieve the order
or commitment. Post-sale, the salesperson will be an integral part of the company’s
follow-up with information or after sales service. Many commentators feel that service
provides a key area for differentiation of the sales offering (Rogan, 2000).

These seven steps, in the researchers view, are useful in describing how traditionally a
salesperson sold. They do not correspond to a good deal of what is now considered
selling and this will be discussed later in the research (2.3.2). In addition to the
historical selling process it is necessary to examine the traditional functions of the
salesperson.

2.2.2 Functions of a salesperson
The role of a salesperson can vary amongst organisations but in general it has
traditionally consisted of the following activities:
Finding and developing new accounts, communicating information about the
company’s products and services, answering questions, presenting products,
providing service and support for buyers, gathering marketing intelligence, preparing
sales reports and dealing with customer complaints (Lambkin and De Burca, 1993).
Futrell (2002) lists the functions performed by a salesperson as: sell more to current
customers, build long-term relationships with customers, help customers to re-sell
their products to their customers, and build goodwill. Sales force activities may be
governed by which model of selling has been adopted by their organisation. Some
traditional models of selling are now described.

Stimulus response
A salesperson may adopt a stimulus response method whereby a standardised
message to a pre-determined number of customers will result in a predictable number
of orders. The key determinant of success is the opportunity to ‘make the pitch’ to the
20

customer. Hayes, Jeuster and Aaby (1996) outline how this may have limited
application in a business to business environment and may be more appropriate where
one time sales are the organisational objective.

AIDA
Another approach is AIDA, where the salesperson attracts a customer’s attention,
develops their interest in the product, creates desire and then gets them to act. The
salesperson has to be skilled in judging when a customer has moved from one level to
another and adopt a different strategy with the corresponding customer level.
Again, this model may have limited application in a business to business setting as it
assumes a single decision maker and a situation where each call results in a sale or an
order (Hayes et al, 1996).

Relationship selling
The establishment of a selling method based primarily on a mutually beneficial
business relationship with eommon goals, and will be dealt with extensively later in
the thesis. Models such as AIDA and stimulus response may utilise traditional selling
techniques more readily than the relationship approach. A brief examination of the
role of sales management is now warranted.

2.2.3 Sales Management
The management of a sales team is a vital part of the selling activity. The duties of
the sales manager are: hiring of staff, staff training, deeiding on eompensation levels
for staff and deeiding upon the structure of the sales teams. In addition, the sales
manager must make sales forecasts, motivate staff and evaluate sales performance
(Galvin, 2001).

Another way to view sales management is by foeusing on some of the basie functions
of the role. Futrell (2002) outlines the following functions of sales management:
1. Planning: setting targets, deciding upon sales force structure and deciding
upon territory size and structure.
2. Staffing: deciding upon the number of sales people required to aehieve the
strategie sales goals.

CORK iNSTirirre of technologv
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3. Training can include an initial training programme and on-going training in
relation to products, competitors and selling skills. Hayes et al (1996) break
the training role of the sales manager into training related to knowledge and
skill. Knowledge relates to the company, product, market or competitors.
Skills range from basic selling skills through skills relating to the company
strategy to finally, skills focusing on an individual’s needs.
4. Leading; setting specific sales and personal goals while at the same time
motivating staff.
5. Controlling: controlling the sales force by means of call reports, analysing
sales data and carrying out performance evaluations on a yearly basis.

The skills necessary for effective sales management have been categorised by Futrell
(2002) as follows:
Conceptual and design skills: a sales manager needs to see where the sales function
fits into the organisation as a whole. The manager also needs to be able to see where
the organisation fits into industry and society.
People skills: a sales manager needs to be able to work through and with other people
and to work effectively as a member of a group.
Technical skills in the task of selling; managers must be proficient at training and
recruitment and must have specialised product knowledge coupled with strong
analytieal ability (Futrell, 2002).

This researeh will return to the role of the sales manager at a later stage focusing
specifically on the manager’s role in the training of sales staff (Seetion 2.3.2 and
5.4.7).
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2.3 The Marketing Concept and Customer value

Borrowing heavily from ideas in Levitt’s classic ‘Marketing Myopia’ article (1960)
Kotler (2000) describes the marketing concept as a business philosophy which holds
the key to company success over the long term. The marketing concept holds that “the
key to achieving its goals consists of the company being more effective than
competitors in creating, delivering and communicating customer value to its chosen
markets”.

Kotler suggests that the marketing concept rests on four pillars, namely, target market,
customer needs, integrated marketing and profitability. Kotler goes on to explain that
the company will be profitable and successful to the extent that it puts the customer
(target market) and satisfying the needs of the target market at the centre of all the
company’s energies and endeavours. Such views have been widely disseminated and
accepted. Futrell (2002) describes marketing as “a business philosophy that says the
customers want satisfaction is the economic and social justification for a firm’s
existence”. Drucker (1973) emphasised the central importance of satisfying the
customer; “the aim of marketing is to know and understand the customer so well, that
the products fits him and sells itself Ideally marketing should result in a customer
who is ready to buy”. This view of marketing is far removed from the notion of a slick
sales person, ready and able to talk people into a sale. Christopher (1998) also stresses
the importance of giving better value to customers than competitors do: “competitive
advantage is a position of enduring superiority over competitors in terms of customer
preference”. In his text on supply chain management (1998) Christopher argues that
many markets are sinking to commodity status and “a prime source of value added is
customer service”. What then does the marketing concept, and the centrality of the
target customer mean for selling and the role of the sales person?
Lying behind the concept of marketing is the idea of customer value. “Satisfied
customers are the source of all profit and shareholder value” (Doyle, 2001). The
literature suggests that customer value is of critical importance with regard to a
company’s success. Narver and Slater (1990) outline two key concepts: the
development of a sustainable competitive advantage and the creation of superior value
for customers. Doyle defines competitive advantage as “the capability to make target
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customers an offer they perceive as providing superior value to the offer of
competitors'’. Doyle (2001) defines customer value in the following way: “the value
of a seller’s offering to a buyer is the differenee between what the buyer perceives as
the offerings expeeted benefits and what the buyer pereeives as its expeeted total
acquisition and use eosts”. There are a number of issues surrounding the coneept of
value. One is whether customers view value in the same way that a supplier does.
Moeller (2006) has examined the traditional understanding of value and suggests that
it possesses some limitations: ‘value’ is primarily that of the buyer, it does not
examine joint value in the exehange, and it does not look at joint value going into the
future. In Moeller’s view the traditional definition of value does not take competition
into account.
He proposes that value may be of three types:
1) exchange value, this is when the service of produet is eonsumed by the buyer.
2) relational value, he describes how this is value developed through the interrelated
aetivities of the buyer and supplier.
3) proprietary value, the value that accrues to the supplier company.
While Moeller’s work may expand the view of value, it can be seen however that “in
attempting to measure customer value there is a need to assess both company and
customer’s view of value” (Chen and Quester, 2005). Customers change their minds
however in relation to what they value. Flint, Woodruff and Cardial (2002) describe
how value may be viewed as value received (what the eustomer got) or desired value
(what is wanted or needed). Doyle (2001) argues that eustomers buy from those they
perceive as offering the best value.

2.3.1 Relationship marketing and the delivery of customer value
^^Investments in relationships and the handling of relationships have become central
marketing problems'*’' (Andersson and Soderland, 1988).

To develop eustomer value a company must understand what the customer wants and
desires. As previous sections have shown this value must be created in a manner that
creates value for the supplier eompany also. Finally, eompanies need to be aware that
what customers’ value may change over time, and in addition they need to be aware
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of what competitor activities are. Narver and Slater (1994) suggest that a shift has
occurred within business towards capabilities that consistently deliver superior
customer value. These capabilities centre on the ability to build and maintain close
relationships with customers. Beverland (2001) states that “a positive customer /
supplier relationship contributes to trust and increased customer loyalty”. Hayes,
Aaby and Jenster (1996) describe how relationships between buyers and sellers have
become less adversarial and are evolving into a more relational approach. Narver and
Slater (1990) underline the point by outlining how long-run perfomiance depends
upon a mutually beneficial relationship between buyers and sellers.

This approach has been termed ‘relationship marketing’. Relationship marketing has
been acknowledged as important but according to Guenzi (2003) it has been poorly
defined. He defines it as “a strategic sales orientation of the firm with the aim of
maintaining and strengthening relationships with current clients”. Rich (2000)
suggests that the need for relationship marketing stems from changing dynamics of
the global marketplace and changing requirements for competitive success. Gupta,
Sen, Muthuraman, Seshadri and Narus (2006) also stress that suppliers need to seek
and create strong relationships with customers and need to look at buyer-seller
exchanges as a relationship rather than discrete events. Guenzi (2003) underlines the
importance of relationship marketing stating that it is “of fundamental importance in
understanding the drivers of competitive advantage in our era”.

If relationship marketing is aligning the whole set of company activities to developing
relationships with customers selling and relationship selling has a role within this
relationship mix. Johnson and Marshall (2005) define relationship selling’s goal as
“securing, building and maintaining long term relationships with profitable
customers”. They describe (a) how companies strive to be customer centric by
adopting a company wide focus to finding and understanding customer needs, (b)
companies must know the marketplace and (c) the need for companies to be adaptable
and responsive to changing needs with innovative products and services.

Johnson and Marshall (2005) also describe six drivers of change that facilitate a
company practising relationship selling more effectively.
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These drivers of ehange are:
- building long tenn relationships
- creating nimble organisations
- ensuring staff have a greater sense of job ownership
- shifting sales management style to coaching
- leverage technology for success
- evaluate sales force performance more accurately on a greater number of criteria
other than sales
Their work acknowledges the importance of personal selling in relationship marketing
and selling. The following section develops this further.

2.3.2 Personal Selling and its role in building relationships

The practice of relationship marketing is based upon on more than good
communications (Rich, 2000). Guenzi (2003) identifies that salespeople play a key
role in the formation of long term buyer seller relationships. They are the primary link
between the buying and selling finn. This is reiterated by Beverland (2001): “the
success of a firm’s relationship marketing strategy depends to a great extent on the
behaviour of its sales reps”. Rich (2000) also acknowledges an important role for
salespeople when he observes that “long term sales success is relationship oriented”.
Hayes et al (1996) note that implementation of the marketing strategy is usually the
responsibility of the field sales force. An in-depth knowledge of each customer is a
pre-requisite for success in this area. Relationship marketing has the added benefit for
the organisation of establishing strong barriers to prevent new entrants to the market.

Implications for sales force and sales management

If a company is to implement relationship marketing, it must do so at an
organisational as well as at an individual level. Sales people must strive to develop
their communication skills. Internal marketing programmes must facilitate the
development of skills that will enhance relationships with customers. In addition,
companies must strive to retain staff that are often an important link between
suppliers and customers (Lian and Laing, 2006). Further implications for sales
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management include a strong emphasis on effective “sales force selection, training,
reward and motivation” (Weitz and Bradford, 1999). The sales staff that are employed
must fit into a culture of putting the customer and their needs first. An important
consideration however is, whether a relationship marketing approach stemming from
developing customer value is a rational approach for all businesses. Shaw (1999)
states that pleasing the customer at all costs may divert attention away from focusing
on the basics of selling and tracking the reasons why companies are successful. It may
also lead to an unprofitable situation for companies, if they focus solely on developing
products for customers without taking into account cost and other internal factors.

One other pertinent point is that companies should be aware that it is simplistic to
think that the only communication between organisations is between the sales force/
marketing and buyers. All functions within a company must be attuned to maintaining
relationships and discovering customer value (Hayes et al, 1996), and in the current
authors opinion this may be particularly true for an SME. Personal selling can be seen
to play an important role in understanding customer needs, discovering what
customers’ value and maintaining a close relationship with customers, but how has it
changed from the traditional view outlined in chapter 2.2.1.

2.3.3 The 7 Selling Steps revised

The first aspect to be considered is how the seven step model of selling as described
by Rogan (2000) in 2.2.1 has changed. With the increased importance of relationship
selling and the need to understand the customer, how must the sales person adapt to
play the role of key contact between organisations? Dubinsky (1981) outlines how
one of the oldest and enduring paradigms in selling has been the traditional ‘seven
steps of selling’. Much current thinking in relation to selling is still based upon these
seven steps. Moncrief and Marshall (2004) describe how “for at least eighty years the
steps in a selling process have remained virtually the same” but they go on outline
that effective selling has moved from a closed, forceful technique to a relationship
approach. Dawson (1970) states that the traditional seven steps may actually be
counterproductive as they represent a sales orientation rather than a relationship
building approach.
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A relationship based approach has become dominant for a number of reasons: rising
customer expectations, consumer avoidance of buyer-seller negotiations, expanding
power of giant retailers, globalisation and the demassification of domestic markets
(Anderson, 1996). In addition, Marshall and Moncrief (2004) describe how
technology, a changing customer base and globalisation “have had a major influence
on the salesperson of today”. They argue that new philosophies of selling dominate,
with the emphasis being on relationships, and that the current selling process is
largely non-sequential. Where does this leave the traditional seven step model which
has been described earlier?

We will now look at the traditional steps and outline what changes have occurred and
then it describe the ‘new’ seven steps.

Prospecting step: the job of prospecting according to recent research is not necessarily
perfomied by the salesperson anymore. Prospecting in a traditional sense is an
expensive business, and companies currently feel that a salesperson’s time may be
better spent meeting current customers or calling on a qualified contact, that someone
else within the company has identified. Companies are using telemarketing and an
improved use of databases and Customer Relationship Management (CRM) systems
to identify prospects for the salesperson. The step has not disappeared, but its
responsibility may now lie elsewhere (Marshall and Moncrief, 2004).

Pre-approach step: the traditional image of a representative reviewing notes of
previous calls prior to visiting a client has been replaced by well developed CRM
systems which are designed to update any aspect of customer information from any
contact within the organisation. The pre-approach has changed in the sense that it is
now no longer an individual activity but is company wide. Technology has greatly
aided this step.

Approach step: the change here has been from deciding what tactics or techniques to
use in a sales call to the continuing development of a relationship with the client.
The goal is not only to achieve a sale but to provide some information to the client or
help solve some pre-identified problem. Marshall and Moncrief (2004) state that most
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sales do not occur on a first call but are a result of “multiple calls and contacts with
multiple people”.

Presentation step: early sales presentations were characterised by a lack of flexibility
and being rehearsed, the NCR (National Cash Register, a leading company in the
1960’s and 1970’s in the U.S.A) ‘canned’ approach being a good example.
Presentations tended to be one-on-one, with the salesperson presenting benefits and
features of their product. Today’s presentations are typically conducted over a number
of meetings or calls, with the sales person listening and questioning as much as
presenting benefits or features. The objective is to understand needs of customers and
to discover what they value. Technology has also changed and the use of lap-tops and
PowerPoint presentations allow sales personnel to present much more information to
the customer. Other changes include selling as a team and presenting to a decision
making unit rather than an individual buyer.

Overcoming objections step: traditionally this step involved overcoming any doubts
or queries the customer had and moving them to a ‘close’. The revised seven steps
should ensure that objections are detennined much earlier and the need for the use of
‘objection-handling’ techniques is redundant. “The goal in each call is not necessarily
a classic close” (Moncrief and Marshall, 2004).

Close step: the goal of this step was the ‘order’, this has changed and the objective
now is continuation of the relationship between buyer and seller, and the
determination of future goals between the two. An important caveat is that the
relationship must be mutually beneficial; a relationship that is one-sided or financially
not viable is not worth pursuing.

Follow-up step: the follow-up was traditionally done by letter or phone call; this has
been replaced by email in the main. The change here is technological rather than
anything else.

“The evolved selling process assumes that the salesperson will perform the various
steps of the process in some form, but all the steps do not necessarily occur for each
sales call” (Moncrief and Marshall, 2004). It is argued that the steps occur over time
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not all necessarily performed by the individual salesperson and not in a strict
sequence. The seven revised steps are: customer retention, database and knowledge
management, nurturing the relationship, marketing the product, problem solving,
adding value and customer relationship maintenance. These will be examined briefly
in the following paragraphs.

Customer retention: companies are tending to spend more time on retaining existing
customers than expending resources on discovering new ones. Marshall and Moncrief
(2004) argue that “resources are being diverted to provide more service and value
adding assets to customers”. This new step is in many ways the antithesis of the
prospecting step: rather than focusing on new customers this step focuses on retaining
existing clients.

Database management: rather than pre-approach, selling companies are putting
resources into building databases that will allow the firm to better serve the customer
base. Technology has facilitated this change and has made salespersons more efficient
and relevant to their customers.
Nurturing the relationship: relationship marketing and selling has been described
earlier: the following quotation captures its impact on selling “ selling requires the
sale force to focus on the long term and not simply focus on closing the next sale”
(Beverland, 2001). As previously described the selling role is about cultivating a long
term relationship and developing a partnership approach.

Marketing the product: it is no longer sufficient to conduct one-to-one sales
presentations, the salesperson is now often in involved in functions that once were the
preserve of marketing (Cespedes, 1995). These activities may include market
segmentation, product development, and training, amongst others.

Problem solving: rather than overcoming objections, sales forces are now solving
problems. Often objections are pre-empted through careful listening and questioning.
The salesperson does not overcome objections but works as a consultant with
customers to help identify problems and develop solutions (Rackham and
DeVincentis, 1999).
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Adding value: need satisfaction is a key goal of the new selling process. Rackham and
DeVincentis (1999) state that “a customer need that is satisfied efficiently and
effectively through value-added selling means continual business and customer
loyalty”. The emphasis is not so much on closing a sale as identifying mutual goals
and achieving these. The objective is a win-win situation.

Customer Relationship Maintenance: this step according to current research has not
evolved into a different step, (from follow up), but the use of technology has meant
that it is performed more effectively.

What can be deduced from the evolved selling process is that the skills and abilities of
sales force members have changed from those required by the historical model, and
these skills need to be adapted to particular markets and product offerings.

2.3.4 Further perspectives on selling

It has become clear that there is no one set of techniques or methods that provide a
universally effective approach to selling in the current business environment. Wortuba
(1991) describes how selling methods may differ at a given time in all industries or in
all companies in the same industry, or even in all components of the total sales
organisation within one company. Wortuba argues that firms which rely on personal
selling for their marketing success survive and prosper to the extent that they “adjust
their selling practices to “fit” the contingencies and market environments they face”.
He describes four stages of competition: absence of competition, which is followed by
the presence of competition, this is followed by an increase in the quantity of
competition and finally there is an improving quality of competition. Selling’s role
must evolve with the changing nature of competition; Wortuba argues that its scope
must broaden and its nature must become more elaborate.
Wortuba (1991) outlines five stages in the evolutionary process of personal selling.
Provider
Persuader
Prospector
Problem-solver
Procreator
31

Before an analysis of eaeh stage it is important to note that the evolution process is
cumulative i.e. the characteristics of the previous stages are not lost when the next
stage is reached. This requires salespeople to acquire new skills and abilities as the
selling task becomes more complex.

Provider: the salesperson here is mostly a contact point between the purchaser and
the seller. Customer needs are assumed, the market would be considered a ‘sellers
market’ with no competition. Buyers are expected to “beat a path” to the sellers door.
It is difficult to find examples of this type of selling; perhaps estate agents in a
housing boom may be representative of this stage.

Persuader: when increased competition occurs the market changes from a sellers to a
buyers market. Customer needs are ‘created’ and the salesperson’s job is to persuade
buyers to purchase. Effectiveness m this situation may well depend on the ability to
use and implement selling techniques. Examples would be some telemarketing firnis
or car salespersons.
Prospector: the company realises that persuasion will not work with all customers
and it needs to target good ‘prospects’ to achieve success. Competition in these
markets is differentiated and growing. Prospectors, unlike the earlier stages, attempt
to understand what customer needs are, but the objective is to find a best fit with the
company’s offerings. This has been described in some sectors as the ‘hard sell’
approach.

Problem-solver:
The company attempts to diagnose what the customer needs are, and helps solve
problems they may experience. The salesperson actively engages with the customer to
discover what their needs are. Some selling strategies that are relevant in this area are
consultative selling, adaptive selling and negotiation. The key elements in any
approach to a customer are that there is a problem to be solved (consultative), the
company must provide a solution (adaptive) but only if it is mutually beneficial
(negotiation). Relationship selling is relevant also, as companies may agree to engage
in a long term relationship whereby exchanges are committed to over time and not on
a once off basis. Selling in this stage is complex and sophisticated. A company may
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need to provide eross-funetional support when deeiding upon the final product
offering, as it is unlikely that the sales department alone can satisfy all the customer
needs.

Procreator: this is the stage at which the salesperson “creates a market offering
tailor-made to the precise needs of the buyer” Wortuba (1991). The salesperson here
must sell both externally but also internally to ‘customers’ within his/her own
organisation. The salesperson also has the ability to adjust elements of the marketing
mix to suit customer needs. Again, examples are difficult to find though an owner
manager within an SME may have this autonomy. The present author observes that
one can easily visualise how the salesperson performs a number of marketing
functions in this selling stage, labelled procreator by Wortuba. A salesperson selling
bespoke software solutions might be an example.
Impact on firms', the further in the evolutionary process an organisation is, the more

complex the structure of the company is likely to be. The selling situation as
characterised by the problem solve stage, is complex and therefore requires more
support and cross-functional input. Different competencies are required in sales staff
at different stages and this must be reflected in the choice of salespersons abilities and
characteristics, e.g. at an early stage ‘closing’ may be important so a salesperson with
this skill needs to be recruited. Training needs to be tailored to each stage also.
Moving from an early stage to later stages, the training may move from focusing on
product through to selling techniques; it may then focus on discovering customer
needs to finally developing relationships (Wortuba, 1991). Methods of control of sales
teams and compensation need to be related to the different stages also. Selling has
evolved to the point where no one ‘best’ model exists. According to Wortuba, selling
cannot be classified according to calendar periods over a century or longer. What
sales managers must attempt to do is analyse their competitive and market situation
and adopt a suitable approach.

To conclude: The marketing concept has led companies to produce goods and service
to satisfy customer needs with the goal of commercial success. The idea of market
orientation encourages companies to develop products to deliver customer value; this
value must be discovered thorough a clear understanding of what it is customers think
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is important to their business. Relationships and relationship marketing are of vital
imponanee to diseover this; the arm of the organisation that is closest to customers is
nearly always the sales force so their role is of paramount importance in delivering
success for the company. It can be seen that selling plays an extremely important role
in business success. However before an examination of what specific competencies
salespeople need to possess, and how companies may hope to enhance these
capabilities, it is necessary to describe differences in industrial and consumer markets.
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Chapter 3
Selling in an industrial setting
Not all markets are the same, some companies deal only with other companies whilst
others sell to consumers of their goods or services. The arena within which a company
operates will have an impact on how its sales force interacts with its customers; this
also has an impact on the skills and abilities that salespeople will need. This chapter
examine differences in how markets are structured, how businesses buy, the
importance of personal selling in the industrial setting and finally the chapter will
discuss how selling plays a crucial role within SMEs.

3.1 Industrial versus Consumer markets.

Hayes et al (1996) state that more than half of the world’s economic activity consists
of exchanges between organisations. Some of the issues facing business marketers are
similar to those facing consumer marketers; these include such fundamentals as target
markets, market segmentation and decisions relating to the four Ps. The context
within which these decisions are made may differ however. Business markets have
been typically characterised as having fewer buyers, the size of buyers tends to be
larger and in some industries buyers tend to be concentrated in a geographic location.
However other industries may consist of a large number of small, financially weak
buyers who are dispersed geographically (Hayes et al, 1996).

Demand for goods and services within the industrial setting is different from the
consumer setting. Some characteristics are : demand is derived (from demand for end
use consumer goods), demand is relatively price inelastic, demand is highly price
cross-elastic and demand for goods and services sold to organisations is volatile.
Business products or services can be classified in the following fashion: raw
materials, manufactured items, components and construction (Hayes et al 1996).
Markets that are structured differently impact on how supplier organisations organise
themselves and how they interact with their customers. While it is important to have
an understanding of how business markets are organised it is also necessary to
understand how businesses buy, as this will have an impact on how companies sell.
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3.2 How businesses buy

“In most organisations the signed purchase order is the culmination of a complex
process” (Hayes et al, 1996). Johnson and Marshall (2005) propose the following 7
stage model describing how companies buy. It must be noted that this model relates to
a new task purchase, this purchase is characterised by being relatively complex and
expensive. The model can also be applied to a modified re-buy of an existing
purchased item but does not relate to a straight re-buy where the decision is less
complicated and time consuming.

1. The purchasing company anticipates or recognises a problem or a need.
2. It determines and describes the traits and quality of the needed item.
3. The purchasing company searches and qualifies potential suppliers.
4. It acquires and then analyses proposals or bids.
5. It evaluates the proposals it has received.
6. It makes its selection.
7. The good or service purchased is evaluated and feedback is given.

An important point here is that the selling skills required may be broader than in the
sale of consumer products, and the seller must have an understanding of what stage
the purchaser is at. In addition, the seller must be aware of who influences the
decisions at one or many of the stages. To acquire this knowledge, a close relationship
with the purchasing company must exist or be forged.

Within the industrial buying setting there are multiple buying influences, (unlike a
consumer market in which a buying decision is frequently made by individuals).
Various functions within an organisation (e.g. operations, marketing, IT etc) can
impact on the buying decision (Hayes et al, 1996). Industrial markets are also
characterised by long-term relationships that often go beyond simple repeat business.
As mentioned in earlier sections these relationships may be cultivated across
functions in both organisation and may not be solely the preserve of the buying /
selling departments. Other characteristics include: decisions whether to make or buy
goods, reeiprocity (companies buy and sell goods to each other) and international
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aspects (trade rules and regulations that apply in one country may be different in
others).

3.3 The importance of personal selling within the industrial marketing context

Since business markets are typically characterised by long-term relationships,
professional buyers and multiple influences on the buying decision (Hayes et al,
1996), the communication process between seller and business buyer is of critical
importance. Sales and marketing objectives include: to identity decision making units,
to create awareness and interest in the company’s product and services, to translate
features into benefits, to help ‘push’ first-time products and to help monitor after sales
service. The literature acknowledges the importance of advertising, direct mail and
trade shows within this context, but the key element of an industrial seller’s marketing
mix is personal selling (Hayes et al, 1996). Personal selling is important because of
the small number of customers, multiple buying factors, frequent need for negotiation
and the technical nature of goods being sold that may need explanation.

Drucker argued that the aim of marketing is to make selling redundant but where a
product is of a technical nature, personal selling has a vital role. In industrial markets
two-way infonnation is required. This is achieved through personal selling. A
counterpoint to Drucker’s argument is Levitt’s contention that it is possible to
differentiate any product (even the most mundane industrial item like cement or
sulphuric acid), by adding more service to the customer. More service to the customer
implies more information, more choice and more flexibility, and these imply an
expanded role for industrial sales people.

Selling within a business context can be classified in a number of ways:
1. Based on the nature of the product, service of industry. Selling stationery is
different from selling computer mainframes and needs different selling skills.

2. Classifications may also be made according to strategic fit: that is the match
between the supplier’s strategy and the want demands of the customer (Hayes et al.
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1996). This approach ties in with the market orientation approaeh ofNarver and Slater
previously outlined.

3. Selling may also be classified in terms of the activities that are carried out. Newton
(1969) eneouraged eompanies to eonsider the selling situation in terms of required
activities. He described four types of selling situation:

Trade Servicer: sellers attempt to increase business to customers by providing
assistance either to some element of a distribution channel or to a manufacturer
purchasing for resale. A good example would be merehandising and promotional
assistance to retail or distributor clients.

Missionary Selling: the principal activity here is to inerease business by providing a
direet customer with personal selling assistance to facilitate its sales to other
customers or through a distribution chain e.g. pharmaceutical sales reps do not ‘self
hard product, they eneourage doctors to prescribe drugs which are then pulled through
a somewhat complicated distribution chain.
Technical Selling: this focuses on increasing sales to existing customers by providing
technical service and assistance. An important aspect of technical selling is that it may
involve cross-functional support within an organisation.

New business selling: the objective here is to increase sales by generating a constant
flow of new customer aecounts.

3.4 Sales and marketing within SMES

“Small firms mainly use personal selling to communicate with their target audienee”
(Hill, 2001).

The importance of SMEs to all economies has been well documented as they account
for 97% of business activity (Small Business is Big Business, Forfas 2006). Hill
(2001) explored extensively how SMEs market and sell, and his researeh provides
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interesting insights into their activities. Dart and Pendelton (1984) state that “most
textbooks focus on the promotional aspects of the large firni”. The present research
therefore needs to examine whether the models that have been discussed are relevant
to SMEs also. Hill (2001) describes how the sales orientation of SMEs is what
detennines their marketing character. He found that achieving the ‘sale’ is what drives
most SMEs, “marketing in practice in SMEs is sales driven and driven by the need to
make the sale” (Hill, 2001). Comer and Dubinsky (1985) concur as they found that a
sales orientation is the driving force behind many organisations.

In much of current marketing discourse, a company adopting a selling orientation has,
in the current author’s opinion, been considered ill-advised (see earlier section on
selling). Hill (2001) agrees, “a sales orientation has traditionally been viewed as
focusing on the sellers needs”. It has been the current author’s experience of over ten
years selling in a number of industries that buyers are sophisticated and will not buy
what they do not require. Hill (2001) discovered that sales people within SMEs while
attempting to make the sale “do focus to a large extent as the needs of the customer”.
The primary research will endeavour to ascertain if this is this case. Hill (2001)
concludes that SMEs do have a strong customer focus and this is facilitated through
meaningful sincere relationships with customers. His research highlights the
importance of personal selling in SMEs. SMEs are often associated with the
owner/manager of the company but as companies develop it is necessary for their
sales and marketing activities to evolve also. Hill (2001) states that “selling is the
main trajectory of marketing evolution”. He contends that the sales orientation
becomes more dominant and sophisticated in parallel with increased marketing
sophistication. Often the owner/manager is responsible for all selling activities, at
early stages of a company’s development, yet they need help as the company grows
(Carson, 1995). So while selling is the driving force within SMEs, companies also
need to utilise elements of the traditional marketing mix and employ additional sales
force to grow (Carson, 1995).

This section has examined industrial selling and how businesses buy. It outlined how
the sales orientation is often the dominant one within SMEs and this is neither
undesirable nor unusual. If SMEs are to grow it is reasonable to expect that they will
need to expand their sales force, these sales people need to be guided as to how to be
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successful. The researeh will now examine the issue of eompetencies, defining what a
competeney is, examining sales competencies in partieular and suggesting how these
competencies may be enhanced.

3.5 Sales Competencies
Core competencies are the unique bundle of skills a firm possesses that permit it to
offer a sustainable advantage (Hamel and Prahalad, 1990).

3.5.1 The development of the competency mode!

A competency may be defined as: “an underlying characteristie of a person which
results in an effeetive or / and superior performance in a job” (Boyatzis, 1982).
Boyatzis went on to describe threshold eompetencies and superior competencies in a
management setting. Threshold competencies are “a person’s generic knowledge,
motive, trait, self-image, social role, or skill which is essential to perfonuing a job but
is not causally related to superior job perfomiance” (Boyatzis, 1982). These
competencies may include use of unilateral power, accurate self-assessment, positive
regard, spontaneity, logical thought and specialised knowledge. He argues that
different competencies are needed for superior performance and these include: goal
and action management, leadership, human resource management eompeteneies and
finally, a foeus on other cluster of competencies. Boyatzis was one of the first to
investigate competeney development, and while useful, some have critieised the
framework as being too complex to translate into action (Torrington and Hall, 1995).
This is an issue that has relevance throughout this section, defining a eompetency is
all well and good but practically applying it in the workplace has proven more
problematic.

Hamel and Prahalad (1990) examined competencies in a number of successful
organisations in the late 1980s. They argued that “the real source of advantage is to be
found in management’s ability to consolidate corporate technologies and produetion
skills into competencies that empower individual businesses to adapt quickly to
changing opportunities”. They propose that eore eompetencies are not only about
harmonising technology streams but about organising the fundamentals of work and
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concentrating on the delivery of value to the eustomer. Doyle (2001) expands on this
when describing how an organisation must possess specific skills and abilities to
deliver superior customer value. He defines core competencies as “the special
technical and marketing skills built up by staff which, within an effective organisation
are deployed to continually update, innovate and enhanee the value to its customers.
To achieve long term suecess a company must possess superior core competencies in
the field within which it operates. Hamel and Prahalad (1990) argue that
competencies are enhanced as they are applied and practised but also as they are
shared amongst members of the organisation.

Three eharaeteristies of core eompeteneies:
1. They should provide potential access to a wide variety of markets.
2. They should make a significant contribution to the perceived customer
benefits of the end product.
3. They should be difficult to imitate.
Doyle (2001) suggests that providing superior value requires two types of knowledge,
firstly about what customer will value and secondly, about the technological skills
necessary to produce such values. In view of the earlier discussion of industrial selling
(sections 3.1 to 3.2) it is the current authors view that personal selling has clearly an
important role in developing an understanding what customers value and delivering
this. It is now necessary to examine what competencies are relevant in selling.

3.5.2 Sales Competencies

Since the early 1980s research has attempted to define what eompeteneies are
required for suecessful selling. Boyatzis (1982) deseribes how a competency may be a
trait, motive, skill or a body of knowledge. The following lists of competencies
inelude many of these characteristics. Hill (2001) warns however, that competencies
are not stand alone, they interact with other competency elements. In addition
eompeteneies are task and environment specific and organisations need to recognise
this. Williams and Seminerio (1985) list the following sales eompeteneies:
thoroughness and follow through, knowledge of the products, willingness to go to bat
for the customer within the seller’s eompany, market knowledge, keeping the
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customer up to date, knowledge of customers product line, internal diplomacy,
excellent sales call preparation and technical education. Flynn (1992) lists product
knowledge, professionalism, selling skills, appearanee, courtesy, manner, honesty,
reliability and clarity as important competencies. Phillips (1988) includes effective
communieation, relationship building and naturalness in influencing customers as
vital. Johnston and Marshall (2005) list listening, follow-up, an adaptive selling style,
tenaeity, effective organisation, verbal communication skills, objection handling,
closing skills and personal planning and time management skills as important. It can
be seen that there are a wide range of competencies important in successful selling.

Collin (1989) suggests that competency definition is a difficult art and attempting to
achieve a definitive list of competencies may be a time consuming activity. An
opposing view put forward by Leach, Liu and Johnston (2005) is that given the
complexity of the sales job ‘‘perfonnance may be less a function of knowledge, taskrelated skills, intelligence or credentials but more so of the competencies of
motivating drive and positive self-image”. It is the current current authorss opinion
that while motivation and a positive self-image are of critical importance as base
requirements, a salesperson also needs to possess specific skills or competencies to be
successful. Rather than attempting to define a specific list of what are the ‘correct’
traits or competencies a salesperson should possess, companies may be better advised
to develop a competency framework whieh is specific to their business environment
and company objectives. Attia, Leaeh and Honeycutt (2005) recommend that
companies “identify performers demonstrating success at moving the sales funetion
towards the firm’s objectives, study to see what makes them successful and use the
information to train others”. It is necessary now to examine sales competencies within
the types of organisations that are the subject of this research namely SMEs.

“SME marketing is likely to be haphazard, informal, loose, unstructured and reactive”
(Gilmore, Carson and Grant, 2001). The range of competencies and skills required for
successful selling has been identified in previous sections. Gilmore, Carson and Grant
(2001) state that SMEs have unique characteristics that differentiate their marketing
efforts from those in large organisations. These characteristics are: inherent size and
stage of development, limited resourees, lack of specialist expertise and limited
impact on the marketplace. The literature has discussed a number of specific
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competencies for marketing and also more specifically for selling within the SME
sector. Middelton and Long (1990) describe the following as conceptual marketing
management competencies: vision, leadership, communication, motivation, initiative,
intuition, adaptability, analytical ability and judgement. They identify two key
characteristics of the competencies, firstly, the competencies are not stand alone but
interact with other competencies, and secondly, they are task and environment
specific. They state that “a particular competency will dominate at any one time based
on the task, the organisational environment and the wider marketing environment”.
They conclude from their research that there are particular types of marketing
activities which can be associated with the SME sector. Hardy (1992) supports the
previous work by breaking marketing management competencies into knowledge,
orientation, fostering vision, creativity and path-finding.

Marketing and management competencies may be very applicable to the large finn or
organisation but how do they apply to a smaller firni which is the interest of this
research. Nilson (1994) states that “small finns mainly use personal selling to
communicate with their target audience”. Ennis (1999) stresses the same point when
observing that marketing in SMEs is, in practice, sales focused and “driven by the
need to make the sale”. Hill (2001) concurs by asserting that sales orientation is the
“driving force behind many organisations today” and “sales is the central tenet of
marketing in SMEs”. According to Hill (2001), this sales orientation practised by
small finns is not a negative one: in fact he argues that “while sales people in SMEs
are sales driven

... they actually do focus to a large extent on the needs of the

customer”.

The following have been identified as the key marketing competencies within SMEs
(Hill 2001). They can be classified into three levels shown in Table 3.1

Table 3.1

SME Marketing Competencies

Level 1

Foundation

Level 2

Transitional

Level 3

Advanced
(Hill, 2001)
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Level 1 competencies include experience, knowledge, communication and judgement.
Hill (2001) proposes that Level 2 competencies are based on these core competencies.
Level

2

competencies

identified

are vision,

opportunity

focus,

relational

communication and commitment. Hill suggests that two of the level 2 competencies,
vision and opportunity focus can be developed and enhanced by engaging in formal
marketing planning.

Level 3 competencies are primarily those based on

communication and commitment. These qualities are researched in depth in literature
relating to the entrepreneur and are beyond the scope of this thesis, however their
contribution is important as they contribute to the competencies of SMEs.
Communication and commitment form the basis for the development of personal
networks and selling competencies (Hill, 2001). A potential criticism of this research
is that the level 3 competencies are somewhat catch-all and the development of these
may be difficult to isolate and verify.

Hill (2001) also outlines what he believes are key selling competencies for SMEs.
These are knowledge,

experience, judgement, communication ability (which

encompasses personal selling and sales orientation) and relational communication
(which focuses on confidence and commitment). Gilmore et al (2001) argue that the
most important SME competency is its "netw’orking’ capability. They describe
networks in terms of personal, social, business and industry settings. Networking is an
acquired or learnt skill according to their research. This emphasis on networking is
echoed in work by Hill. An interesting difference between marketing in larger
organisations and an SME is the number of contacts between organisations. Hill
(2001) describes how in an SME context relationships normally refer to a few key
figures within each firm. In larger organisations there may be relationships across
functions. A limitation of Gilmore et al’s work is that they do not describe in any
detail how these networks should be developed.

3.5.3 The development of SME competencies

Hill (2001) feels that standard and conventional marketing training programmes may
have limited effect and their value may be short lived in developing competencies.
Programmes aimed at developing and enhancing core competencies may be more
beneficial. Hill’s research does not describe in any detail what these programs should
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include however. Hill’s seeond reeommendation is that SMEs need to recognise the
importanee of the sales orientation within their own organisations and embraee the
benefits of strong personal networks. A further limitation of Hill’s work is that it does
not address how personal networks should be developed. ‘Innovate Market Sell’
(Forfas, 2004) also reeommends the development of personal networks but does not
outline how this is to be achieved. It is also stated in Hill’s researeh that the value of
formal marketing planning needs to be recognised. Work by Hogarth-Scott, Watson
and Wilson (1996) states that “marketing principles can help the business owner
/manager think strategically about where the business is going in the future”. The
research undertaken by Hill amongst others has made a great contribution to the
understanding of SMEs and the pre-dominanee of the sales focus within these
organisations. A potential area for future research is that of building competencies and
measuring levels of existing competencies. Hill, amongst others, takes the view that
traditional courses and methods of training do not contribute to the development of
competeneies. Yet, at the same time Carson (1995) and Hill (2001) both refer to the
need to utilise traditional marketing tools and plans, and also to recruit additional
sales force.
The researcher feels that the traditional methods of sales training may not be the
problem but rather the way in which they are utilised. The researcher also suggests
that enlightened evaluation of the effectiveness of sales training may make a practical
contribution to the development of sales competencies. This will be expanded on later
in the research in Section 5.4.6.

3.5.4 Marketing and selling in export markets

“With the increasing globalisation of markets companies find that they are
unavoidably enmeshed with foreign customers, competitors and suppliers, even within
their ow n borders ” (Cateora and Ghauri, 2000).

Using the marketing mix framework described earlier. Hill and O’Sullivan (1999)
differentiate from selling abroad from selling in a domestic context in the following
manner:
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Product:
The choices open to the marketer include: a standardised ‘one size fits all’ approach
or differentiated, i.e. adapting to local tastes and environmental differences. Branding
decisions include ensuring that the name, symbol, or sound will be acceptable and
understood internationally. Other variables needing consideration include colour, size
and a decision whether to use the home country as a base or be based abroad.

Price:
Some key considerations include: exchange rates, collection of payments and specific
company and country regulations.

Promotion:
An organisations needs to decide whether to replicate domestic promotional plans
abroad. Personal selling often has the key role particularly in business to business
settings.
Distribution:
There are a multitude of options in getting a company’s offering to customers abroad
and some of these include: agents, utilising the company’s own distribution network
or piggy-backing with another company. The key consideration here is cost. (Hill and
0‘Sullivan, 1999).

The following are issues that the exporting organisation must take into consideration
when selling in a foreign market: culture of the foreign country, the degree of
fragmentation of the market, data and its accessibility in the foreign market. The
stability of the foreign government and politics in the region are other key
considerations. In addition, the level of economic development in the target market
needs to be considered as well as how cultural influences impact on the business
environment (Doole and Lowe, 2004). Clearly selling and marketing abroad involves
a greater range of issues than focusing solely on a domestic market does. For an Irish
economy that depends hugely on its ability to export effectively and efficiently, the
necessity of having world class sales and marketing capabilities is evident.
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3.5.5 SME exporting competencies

“Small businesses are much closer to the customer” (Hogait-Scott, Watson and
Wilson, 1996). The above quote may be relevant to organisations working in the same
country but what if your customers are based in another country and opportunities to
meet are less. Two models of SME international marketing have been proposed by
Merrilees and Tiessen (1999). They argue that internationalisation can be sales or
relationship driven.

Sales driven model: this model is characterised by a lack of niche market power, a
lack of control over client and agent selection, low-key relationships with foreign
customers and agents (typically these relationships are not proactive) and minor
changes to the marketing mix to suit customer needs.

Relationship approach: a company in this situation has niche market power, they
control more closely the selection of foreign customer and distribution method, they
acknowledge the importance of relationships with foreign customers and they attempt
to control and adapt the marketing mix.

ICatsikea and Skarmeas (2003) suggest that companies often begin exporting using a
sales driven model, and once successful they adopt the relationship approach. They
highlight general competencies that may result in an effective export performance.
These are: a high level of export sales management control, strong export sales
planning, effective presentation skills, the adoption of adaptive selling techniques,
strong sales support, technical knowledge, professional competence and customer
orientation. Forfas observed that some Irish SMEs do not possess these competencies
(Innovate Market Sell, Forfas 2004). Forfas describes how sales training can develop
these competencies.

The competency model has been examined in this section, in addition, the section has
described sales competencies (both in domestic and export markets) and how these
might be developed. A pertinent question is why are these important? The next
chapter will examine the state of the Irish economy and will explore why enhanced
sales competencies are of critical importance.
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Chapter 4
Irish Economic Profile
4.1 Overview of the recent Irish economic performance
Between 1993 and 2005 the Irish economy performed exceptionally well. The
following was achieved: a doubling of national income, a reduction in unemployment
levels by two thirds and an increase in the number of people at work by more than a
half (Enterprise Ireland, 2005). Record growth was experienced culminating in the
10% averages achieved in the period of 1997-2000 (Enterprise Ireland Economic
Profde, 2005). Employment rose from 1.2 million to 1.8 million (Forfas, 2004),
unemployment fell to 4.5% ( Enterprise Ireland Economic Profile, 2005), exports
rose to € 109 billion (Forfas 2004) and the national debt fell from 93% to 34% of
Gross National Product. (Dept of Finance, 2004). One figure is worthy of mention in
the Irish context is the relationship between GDP and GNP. “The presence of a
substantial foreign owned industry sector generates a substantial repatriation abroad
of profits and dividends which must be deducted in the calculation of GNP (El
Economic Profile, 2005). In the Irish scenario GDP exceeds GNP by an average of
10%. In 2004, GDP grew by 4.5% while GNP increased by 4%.

A number of exogenous factors have been cited for the success, namely, an increase
in foreign direct investment in Ireland, a strong global economy, and favourable
exchange rates (Dept of Enterprise, 2003). The El economic profile for 2005 listed: a
young population and expanding labour force, openness to international trade in
goods and services and the strategic deployment of EU Structural and Cohesion
funds. In addition, successive Irish governments implemented policies which
benefited growth: continuous strategic investment in human capital, reform of public
finances and a reduction in the rate of corporation tax made the Republic an attractive
base for numerous multinational organisations (Forfas, 2004). Surveys by Forfas
(2003) stated that the success of the Irish economy was driven by a relatively small
number of foreign owned firms which had chosen Ireland as their European base. The
indigenous SME sector did not perform to the same degree.
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4.2 ‘Ahead of the Curve’ (Forfas, 2004)
Forfas, the enterprise policy body, concluded in a 2004 report (Ahead of the Curve)
that the Irish economy faced a number of challenges. It stated that countries like
China and India having highly educated, lower cost workforces could potentially
attract foreign investment away form Ireland. In addition, the low rate of corporation
tax that Irish governments have maintained has been copied elsewhere. An Enterprise
Ireland economic profile (2005) describes, however, how Ireland is “holding its own”
in terms of competing for foreign direct investment. It argues that the movement of
industiy up the value chain has protected the investment base. The report outlines
however that job losses were experienced in the ICT sector. Ireland now ranks as one
of the most expensive locations to do business (National Competitiveness Council
Report, 2005). An opposing view is posed by Enterprise Ireland. Its Economic Profile
2005 suggests that “the Irish economy proved to be highly resilient to the economic
downturn of 2001/2002”. It states that “many multinational operations now based in
Ireland have embedded themselves into, and become stable long term components of
the Irish economy”. Whether MNCs are embedded here or not will be seen in the
future, what is clear however is the performance of the indigenous SME sector.

Indigenous Irish companies did not perfonn as well as their foreign owned
counterparts, see Table 4.1, but did contribute approximately the same amount to the
economy in tenn of spend locally and employment. Indigenous finns are less likely to
move their operations abroad but improvements need to occur to secure their, and
subsequently the Irish economy’s, continued success.

Table 4.1 Irish Export Performance 2003
Number of firms
Sales
Employees
Expenditure in Ireland
Exports

Indigenous
7390
€ 23.4 billion
147,895
€16.6 billion
€ 8.7 billion
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Foreign
1273
€ 75.5 billion
149,654
€ 17.3 billion
€ 70.1 billion
Source: (Ahead of the Curve, 2004)

‘Ahead of the Curve’ (Forfas, 2004) postulated that the Irish eeonomy ranks well in
tenns of manufacturing capability, but it falls down in the stages before and after
production of goods, namely Research and Development and Sales and Marketing.
Enterprise Ireland states that the key driver of exports has been foreign owned
manufacturing, (see Table 4.1 and Figure 1.1), while in the case of Irish owned
manufacturing it exports approximately 40% of its output. An SME is defined as:
“any entity engaged in an economic activity regardless of its legal form which
employs fewer than 250 people and which has an annual turnover not exceeding €50
million and/or its balance sheet total does not exceed €43 million (Eurostat, 2005).
The enterprise support agencies, IDA and Enterprise Ireland, were given guidance by
the 2004 report ‘Ahead of the Cui*ve’ in relation to building on the success of the Irish
economy in the previous ten years.

4.3 ‘Innovate Market Sell’ (Forfas, 2004)
Following the Forfas (2004) report ‘Ahead of the Curve’ a further enterprise policy
report titled ‘Innovate Market Sell’ addressed challenges and difficulties facing Irish
SMEs. While ‘Ahead of the Curve’ focuses on strategic issues in the Irish economy,
‘Innovate Market Sell’ deals with specific issues of innovation, marketing and selling
on a tactical and operational level in SMEs.

Irish indigenous SMEs which are supported by government industrial agencies such
as Enterprise Ireland, Udaras na Gaeltachta and FAS account for 150,000 jobs. Table
4.1 shows that they export €8.7 billion worth of goods and services and they
contribute €17 billion to the local economy (Forfas, 2004). To get a picture of how
Irish SMEs compare to peers in Europe, Forfas undertook a survey of 63 Irish SMEs
and compared them to SMEs from the UK and Europe. Some of the findings are
presented in the following paragraph.

Sales and marketing strengths and weaknesses of Irish SMEs

75% of sales people in Irish SMEs do not have a formal qualification. This is in
contrast to the situation overseas where 41% have a formal qualification. In the case
of marketing staff the figure for Irish staff having a qualification is 67% yet it is 84%
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for overseas SMEs. Training is the primary means by which this gap can be closed.
However, again Irish companies lag behind. 11% of marketing and 22% of sales staff
receive planned annual training; this is in contrast to overseas where the numbers are
27% and 43% respectively. In relation to marketing and sales planning on a strategic
level Irish SMEs compare favourably. Only 5% have no written plan versus 10% in
European companies. 37% of Irish SMEs have a basic sales plan whereas in foreign
companies the figure is 27%. Many organisations focus heavily on sales. “The effort
today is 90% sales and 10% on marketing. Some observers feel that managing
directors and co-directors of these companies are often the chief sales people”
(Innovate Market Sell, 2004).

A further finding is that Irish SMEs tend to focus on winning sales rather than
planning. Sales management is a key area for improvement. 63% of Irish SMEs
identified sales management as their main deficiency while 37% of overseas
organisations identified this as an area for improvement. 46% of Irish SMEs identified
marketing planning as an area in which they are weak whilst 27% of international
companies identified a weakness here. In addition to sales management and the area
of planning, sales implementation is also considered weak in domestic SMEs. Sales
implementation covers prospecting, personal selling, territory management, managing
the sales force, sales promotion and client follow-up. The CEOs surveyed felt that the
weaknesses in sales management can be attributed to two principal causes:
1) Lack of expertise and training for existing sales managers.
2) Difficulty of transition from being a salesperson to a sales manager.

Other areas where Irish companies could improve are: use of IT in the sales process,
market research and branding. Forfas (2007) also state that results from a number of
surveys suggest that companies still experience difficulties in recruiting high calibire
sales personnel with international experience, and with technical product and sectoral
knowledge. How can companies overcome these difficulties?
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4.4 Remedies for Irish SMEs

Forfas’s (2004) key recommendation on how companies can improve their sales
management and sales personnel’s selling capabilities is by providing sector- specific
training. Another recommendation is to provide sales and marketing training for
personnel in SMEs who have no qualification or insufficient sales and marketing
training. This training should be provided by a combination of Enterprise Ireland and
established training providers. The end result should be training which is more
accessible, focused and action oriented. This suggestion differs somewhat from Hill’s
(2001) view on building sales competencies within SMEs. The researcher feels that,
on the one hand, attempting to develop a prescriptive list of competencies (Innovate
Market Sell) may be somewhat misguided, on the other hand, dismissing the benefits
of traditional training approaches (Hill) may be premature. Attempting to adopt a
competency framework approach coupled with more effective evaluation of sales
training courses may prove beneficial. The subsequent chapter will examine training
in greater detail.
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Chapter 5
Sales training and competency development
“Knowledge is embodied in people and it is the quality of the human resources that
will determine the success, or otherwise, of firms and the economy in the years
ahead" (Forfas, 2007).

5.1 Training rationale and benefits

Training can be defined as “a planned and systematic effort to modify or develop
knowledge, skills and attitudes through learning experiences to achieve effective
performance in an activity or range of activities” (Caravan, Costine and Heraty,
1995). Training may be differentiated from education in the following manner.
Caravan et al (1995) see education as “activities which aim at developing the
knowledge, skills, moral values and understanding required in all aspects of life rather
than knowledge and skill relating to only a limited field of activity”. The main focus
of this research project is on the issues that face indigenous SMEs and in developing
world class sales and marketing capability. Effective sales training is an essential
activity for SMEs.

Nickols (1982) states that companies train for a variety of reasons:
To focus energy on issues, make work issues visible, to support other interventions, to
legitimise issues, to promote change, to reduce risk, to create a community based on
shared experience, to build teams, to indoctrinate new staff, to communicate and
disseminate knowledge and information, to reward past performance, to identify ‘fast
trackers’, and, finally, to develop skills. “In general, training and development, if
properly carried out should lead to better work performances for individuals in an
organisation” (Caravan et al, 1995).
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In an Irish context an Expert Group on Future Skills Needs report (2003) states that
Irish companies train for a number of practical reasons. “In virtually all cases they
train to maximise their profitability” and “companies train because it is a pre-requisite
for doing what they want do achieve”. The primary research will endeavour to
ascertain whether this is the case in Irish SMEs. The report lists other reasons why
Irish companies train: the drive to achieve competitiveness, to enhance productivity
growth, to facilitate the introduction of new equipment and technology, and to help
employees adapt to change.

The benefits of training can be classified as those that accrue to an individual and
those that accrue to an organisation. Individual benefits include: enhanced status, an
ability to develop talents fully, greater confidence in the performance of work, a
feeling of belonging and perceived recognition. Organisational benefits include:
improved responsiveness to environmental changes, a better ability to deal with
external environmental conditions and potential organisational synergy (Caravan et al,
1995). Anderson, Hair and Bush (1995) suggest that training will enhance salesperson
perfonnance while Siguaw, Brown and Widing (1994) believe that it will increase
customer orientation.
Figure 5.1 A proposed sales training model (Roman and Ruiz, 2002)

Sales Training
i

Sales Force performance

Sales Force
Effectiveness

t
Sales force customer
orientation

The premise of the model is that sales training impacts on both sales force
performance and sales force customer orientation: this improved sales force
performance results in greater sales force effectiveness.

“The most common sales training objective is to increase sales performance”
(Churchill, Ford, and Walker, 1997). Companies are motivated to conduct sales
training for a number of reasons.
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The reasons (like any form of business training) are numerous but include: improving
the salesperson’s product knowledge, to give a greater understanding of customer
applications and problems, to increase salespersons’ knowledge of their own company
and to develop selling skills and techniques (Buskirk, 1992). Figure 5.2 adapted from
Johnston and Marshall, (2005) outlines what they consider to be the objectives of
sales training.

Figure 5.2 Sales Training Objectives.

(Adapted from Johnston and Marshall, 2005)

Kotler and Armstrong (2004) develop this further. They state that sales forces are
trained because they need to identify and know the company, they need to develop
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product and services knowledge, they need to understand their customers and be
aware of their competitors, they need to understand and develop their selling skills
and they need to know their company’s field procedures and their own
responsibilities.

Futrell (2002) defines sales training as “the effort by an employer to provide the
opportunity for the salesperson to acquire job related attitudes, concepts, rules and
skills that result in an increased performance in the selling environment”. Leigh
(1987) states that sales training “attempts to describe, explain and transfer good
selling practices to salespeople”. Futrell also states that “training exists to help
salespeople perform activities they would not normally undertake, or to reinforce
existing successful sales practices”.

Companies typically train to achieve some specific goal or objective, this is often an
increase in sales productivity. Katzel and Guzzo (1983) state that to achieve the goal
of increased sales productivity’ companies most often use sales training. In a recent
US survey it was stated that the amount spent on sales training outranked that spent
on training middle and upper management. As this thesis has described, the role of
personal selling has changed due to customers demanding more infonnation,
increased levels of customer service being required, stronger competition and the need
for long term customer relationships (Roman and Ruiz, 2002). These changes have
resulted in salespeople needing new skills; Dubinsky (1999) argues that these skills
can be acquired through training. There are many lists of skills, none definitive, what
companies need to consider is what skills are appropriate for their appropriate
business and industry.

5.2 Methods of sales training

Roman and Ruiz (2002) visualise three stages in sales training: assessment, training
and evaluation. Johnston and Marshall (2005) propose a four stage model which
differs slightly from that outlined by Roman and Ruiz.
Stage 1 Analyse needs: where in the organisation is training needed? what should the
training content be? Who needs the training?
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Stage 2 Determine objectives: the ubiquitous SMART(Specific, measurable,
achievable, realistic and time bound) model needs to be applied. In addition,
objectives need to be strategically wide and operationally specific.

Stage 3 Develop and implement the programme: decisions centre around course
content, the choice as to internal or external trainers and when should the training be
delivered.

Stage 4 Evaluate and review the programme: what needs to be measured, when and
how will measurement take place, and who will do the measuring are questions that
need answering.

The assessment stage (Stage 1) occurs when management or the company owner
establishes training needs and objectives. The company then sets objectives for the
training, objective setting is often included in the assessment stage but a separate
stage is warranted as evaluation can only take place if objectives have been set. Once
these have been established the training itself takes place (Stage 3). This includes
selection of trainers (internal or external), selection of trainees, deciding upon training
facilities and methods, decisions relating to programme content and implementation
of the programme. The final stage in a training intervention is evaluation (Stage 4).

The most common and traditional sales training methods are: on-the-job training,
individual training, in-house courses and external courses (Churchill et al, 1997).
Lupton, Weiss and Petersen (1999) outline a different approach to categorising sales
training methods. They describe two broad categories of sales training: self study
methods and workshop methodologies.

Self study methods: these include readings and pre-workshop assignments. The
advantages of these methods include: they are extremely cost effective, flexible and
have consistency in format and delivery. In addition the learner can pace his/her
study. The drawback of these methods is that they are knowledge based and not skill
based.
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Workshop methodologies: a workshop can be defined as “a group of persons with a
common interest or problem, often professional or vocational, who meet for an
extended period of time to improve their individual proficiency, ability or
understanding by means of study, research or discussion” (Ruth, 1987). Workshop
methods focus on skills as well as knowledge and have the advantage of being more
interactive. The disadvantage lies in increased costs.

Chonko, Tanner and Weeks (1993) and Churchill et al (1997) summarise the content
of the majority of training courses as knowledge of the company offering or product,
knowledge pertaining to the market the company operates in, knowledge about the
company and sales techniques. How do finns select an optimum method? “There is
clearly no one sales situation and no one standard way to sell in each situation”
(Lupton et al, 1999) implying that methods used to train should reflect the company’s
unique set of circumstances. Jackson and Hisrich (1996) state that on-the-job training
is the most effective method for increasing sales perfomiance. This may give some
guidance as to what Irish SMEs should consider focusing on in their sales training
activities.

5.3 Training in Ireland

5.3.1 Importance of training in the Irish economy

The previous sections have described why and how training should be carried out but
it is necessary to put this into an Irish context. Within the EU small business is viewed
as crucial for the generation of employment. Small business accounts for 99.8% of all
business activity (EU Europa website, 2006). SMEs largely avoid any attempts to
analyse their own training needs. Yet, Pettigrew, Arthur and Hendry (2000) observe
that “training in the UK was distinguished by a lack of specialised research to
ascertain the importance or otherwise of human resource strategy in SMEs”. Matlay
and Hyland (1997) concurs stating “there is a noticeable paucity of research focusing
upon the training and human resource development needs of small business owner
managers”. “Ahead of the Curve” (Forfas 2004) and “Innovate Market Sell” (Forfas,
2004) outline the importance of indigenous SMEs to the Irish economy but two
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questions occur: what is the current state of training in Irish industry, and how do
SMEs rate in relation to sales and marketing training?
The importance of training to the Irish economy was highlighted in an OECD report
(2003). It notes the lack of SME investment in training, and the difficulty in resolving
the issue raises concerns over the future of the economy as a whole. EGFSN (2000)
suggests that Irish government policy towards training and development may need to
change as an inadequate amount of training is being done in Irish industry and
particularly among indigenous SMEs in traditional industries. The EGFSN further
noted that public policy has switched from stimulating demand to removing barriers
and improving supply. It recommended that Government will be required to continue
to fund education, but training will become the responsibility of organisations.

EGFSN (2000) identified some barriers to effective training within the economy: in
relation to public policy, issues of literacy, regional location and attitudes to older
people exist. Demand constraints included time and cost. Supply issues for
organisations consisted of access and price. Finally, organisational issues identified
were infonnation gaps and understanding of the value of training.

5.3.2 Training spend in the Republic of Ireland

Spending on those in employment has increased however (EGFSN, 2004); in
addition, government has established a National Training Fund which levies .7% on
employers payrolls. EFGSN urged that: “the spend on training was to be driven by
strategic considerations” and “there should be a move from individual company
support to groups of companies”. This recommendation resulted in the establishment
of Skillsnet which focuses on establishing networks of companies with similar skill
needs, who then organise their own trainers and training. Earlier, the EGFSN (2000)
concluded that a group-based approach conferred a number of benefits including
scale, and the encouragement of peer learning across companies. Further support for
company training networks occurs in work carried out by Paul Tansey (FAS, 2002)
“SMEs difficulty can be overcome by co-operative and collective training provision
through networks of enterprises operating in the same sector or geographic region”.
Public sector bodies spent €173 million in 2003 on employee training, covering
260,000 workers; €121 million of this was on apprenticeship schemes (EGFSN,
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2005). A Labour Cost Survey (CSO, 2003), confirmed by a number of FAS reports,
estimates that private expenditure on training is approximately €1 billion.
These figures suggest that government spend on training of people in employment
over the last number of years has been relatively modest.

5.3.3 Types of training in the Irish economy

IBEC’s National Training survey in 2000 concluded that companies were taking
training more seriously as demonstrated by a number of findings. This survey
received answers from 924 companies of varying sizes and ownership. Training as a
percentage of payroll costs increased from 1.5% to 3% between 1994 and 2000.

Tabic 5.1 Company Size in IBEC Survey of training.

Employee numbers

<20

20-99

Percentage of

30%

42%o

100 plus
28%o

Companies
(IBEC, 2000).

Finns surveyed were engaged in manufacturing, distribution and services; 65% were
Irish owned, 35% were foreign owned. As a measure of these organisations’
commitment to training, 46% had a fonnal training plan, 39% had an informal plan
and 13% had both. The breakdown in relation to planning of training is interesting as
it appears from the IBEC survey is that foreign companies in Ireland place greater
priority on training than Irish SMEs do as seen in Table 5.2. on the following page.
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Table 5.2 IBEC Survey of training, survey results relating to training plans and type
of training carried out.

Firm
Ownership

Possess

a

Type

of

training

Formal

Nonformal

Informal*

Training Plan

Irish

81%

38%

48%o

12%

Foreign

90%

62%

20%o

13%

(Note: infomial in the chart above refers to anything (formal or nonfonnal) undertaken by staff themselves to improve their skills
e.g. private courses). Source: (IBEC, 2000).

IBEC concludes that Irish business organisations practise less formal planning of
training than their foreign owned counterparts. In addition, IBEC found that smaller
companies (less than 20 employees) spend more on training than those in the 20-99,
and over 100 employee categories. This seems to contradict the EGFSN report (2002)
which states “small enterprises engage in less training”. Carter and Jones-Evans
(2000) also state that “small business owner managers and their workforces are poorly
trained and exhibit lower skill levels”.
The IBEC survey (2000) found that organisations of all sizes were aware of the need
for increased levels and more structured fonns of training. 61% of companies had
increased training since 1998, and 61% felt that the amount of training they carried
out was increasing because of a more structured and strategic approach to training.
This seems to be supported by a Chambers of Commerce report (2000) that stated
“50% of companies intended to spend more on training in 2001”.

Companies are training more for a number of reasons: they wish to enhance
competitiveness, they want to utilise new equipment and they wish to help employees
adapt to a changing work environment (EGFSN, 2000). IBEC (2000) identified
similar reasons for training: companies are increasing their training spend to motivate
staff, to increase competitiveness, to improve productivity, to retain staff, to facilitate
change and to meet statutory obligations.
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Irish companies appear therefore to want to increase their training capacity but are
they capable of doing so? The thesis will now briefly examine barriers to training in
Ireland.

5.3.4 Barriers to training

Much of the literature demonstrates that organisations of all types see the necessity
for training, and in the Irish context this is also true. However barriers exist and some
barriers are specific to the SME group. The EGFSN (2000) highlighted the following
as barriers to training: disruption when managers or employees go to training courses,
difficulty in accessing specific types of training, perceived high costs of training
relative to sales, insufficient appreciation of the benefits of training and short term
operational and planning time horizons.

A literature review by EGFSN (2004) on aspects of training of those in work in
Ireland identif ed six barriers to investing in training that SMEs may experience.
1. Companies’ fear of trained staff being poached. (EGFSN, 2000 Skillsnet
Review 2001)
2. Companies have difficulty financing training.(HRD White paper, 1997 Doyle,
2000)

3. Smaller organisations experience negative economies of scale and higher cost
per employee. (O Connell and Lyons, 1995,)
4. SMEs have tended to rely on state interventions (NESF, 2003)
5. SMEs find it difficult to find information regarding what specific training
exists (HRD White Paper, 1997, Labour Market Review, 2002)
6. SMEs have more flexible, informal work staictures and a higher turnover of
staff (O Connell and Lyons, 1995).

Irish government policy has addressed barriers outlined to training through the
creation of Skillsnets. Its objective is to remove the barrier of lack of economies of
scale, and provide access to specific training. Skillsnets emphasises to its members the
benefit that it represents industry led training, not training designed by an organ of the
state. In relation to the fear that trained staff will be poached, EGFSN (2000) states:
“most companies have decided that they will not thrive without a high level of
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training and the risk of losing people is less of a concern than the certainty of business
problems if they fail to train adequately”.

5.3.5 Sales training in Irish SMEs

As stated in previous sections sales training is one of the key methods companies
employ to build their sales and marketing capabilities. (Attia et al, 2002).World class
sales and marketing is fast becoming a prerequisite for the continued success of the
Irish economy and SMEs are in much greater need than MNCs are (Innovate Market
Sell, 2004). Literature on SMEs focuses strongly on the entrepreneurial aspects of
small businesses, “most literature which is concerned with SMEs is linked with the
entrepreneur” (Geursen, 1995). “There is cunently insufficient knowledge about
marketing in small business” (Davis and Klassen, 1991).

Irish SMEs can draw upon a substantial pool of marketing and sales graduates in their
attempts to improve their sales and marketing capabilities. In 2004, 134 third level
courses contained marketing as some component of their subject matter. Marketing
was the major element in 38 courses and a minor element in 96 courses (Innovate
Market Sell, 2004). The following organisations provide industry training to Irish
SMEs: Irish Marketing Institute, Sale Institute of Ireland, Enterprise Ireland, FAS,
IBEC, Small Firms Association, County and City enterprise boards and Irish Software
Association (Innovate Market Sell, 2004). One example of Government funded
training is Skillsnets. This organisation brings together groups of companies to jointly
address their training needs. There are approximately five thousand members along
with ninety training networks. The Skillsnets programme is guaranteed government
funding of €50 million up to 2010 (National Competitiveness Council Annual Report,
2005). FAS is the Irish National Training and Employment Authority. FAS operates
training and employment programmes; provides a recruitment service to jobseekers
and employers, an advisory service for industry, and supports community-based
enterprises (www.FAS.ie). Specifically in relation to sales training Dublin Institute of
Technology in conjunction with FAS and the Marketing Institute of Ireland run the
SalesWISE sales management programme. This targets SME owner managers. Sales
Directors, Sales Managers and sales personnel who are responsible for winning and
growing sales in the competitive domestic market (www.saleswise.ie).
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In the ICT area, the Irish Software Association and Enterprise Ireland co-sponsor a
Sales STAR programme for software CEOs. The aim of this project is to “enhance the
sales and marketing strategies of Irish software CEOs” (ISA annual review 20052006). The programme has been in place for four years and now incorporates a Sales
STAR -VP Sales course, aimed at developing the sales and marketing capabilities of
those within the company who are responsible for sales leadership (ISA annual
review, 2005-2006).

Despite the emphasis on sales and marketing in third level education courses and the
training that is provided by numerous state, (e.g. Skillsnets, County Enterprise Boards
etc) and private organisations, gaps still exist in the sales and marketing capabilities of
Irish SMEs. A survey by Forfas (2004) as part of the research for ‘Innovate Market
Sell’ states that these gaps include difficulties in sourcing experienced sales
personnel. This was often due to the lack of a distinctive career path in SMEs. An
additional issue was that graduates were perceived to lack practical business skills.
‘Innovate Market Self also identified gaps that exist in personal selling skills and
these include sales management, presentation skills, negotiation skills and account
management skills. These gaps and skill deficits, while helpful, differ from what
much of what the literature states are key competencies for effective SME selling and
marketing. Much work on sales and marketing competencies in SMEs has been
carried out by Hill (2001). Hill’s work is useful in identifying competencies but does
not describe how these competencies may be developed. The gaps outlined in
‘Innovate Market Self appear to the current author to be more specific, and give clear
guidance as to those who might seek to raise sales competencies in SMEs.

Research by Roman and Ruiz (2002) suggests that the choice of sales training method
and content within a course influence customer orientation and sales force
performance. An emphasis on sales techniques coupled with an in-depth knowledge
of company policy results in increased performance. When choosing sales techniques,
companies should focus on presentation skills but also listening and questioning skills
(Roman and Ruiz, 2002). This would follow logically from earlier perspectives in the
literature (Doyle, 2001) which stressed the importance of understanding what
customers’ value. It has been the current authorss experience that when a company
engages in product training there should be an emphasis on product benefits and not
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just product features. The sales training should concentrate not only on equipping
sales people with the skill to make a sales but on how to detemiine customer needs
and produce value for them (Roman and Ruiz, 2002). Finally, while on-the-job is an
effective method of sales training, companies need to consider in-house and external
courses also.

This section has examined training rationale and objectives; it has discussed training
in an Irish context and within SMEs. It describes what barriers to training exist and
how companies and government has attempted to overcome these. Finally it appears
to the researcher that when training is carried out it must be focused and specifie, the
gaps outlined in Innovate Market Sell provide useful guidance. An important issue in
training is evaluation, this will now be examined.

5.4 Evaluation of training methods
“Most companies simply assume on blind faith that their sales training programmes
are successful” Johnston and Marshall (2005).
The role and importance of sales training to Irish SMEs has been discussed up to this
point, but it is necessary to consider the importanee of evaluation to suceessful sales
training. This section will initially examine evaluation in general training and will
then proceed to sales training evaluation and the optimum methods to be employed.

5.4.1 The purpose of training evaluation

Evaluation as a eoncept can be defined as “the systematie collection of descriptive
and judgemental information neeessary to make effective decisions related to the
selection, adoption, value and modification of various instrumental aetivities”
(Goldstein, 1986). Evaluation of a learning activity or programme may be conducted
under three headings: context, input and output (Galvin, 2001). Context evaluation
observes the situation within whieh the learning event has taken place. Some
questions of interest here inelude: how aceurately were training needs identified?
How was the learning event conducted? and were the initial training objectives
correct? Input evaluation monitors what resourees were used to meet the learning
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needs, the eontent, and the costs and methods used in the training intervention. Output
evaluation takes consideration of immediate, intermediate and ultimate outcomes.
Immediate outcomes assess changes in knowledge, skill and behaviour after training.
Intermediate outcomes judge whether knowledge, skills or behaviour are being
utilised in on-the-job situations. Ultimate outcomes look at what difference training
has made with respect to original organisational objectives, often at a strategic level.

In a general sense evaluation of training programs aim to achieve one of three key
objectives (Bramley, 1991).
1. To provide feedback to determine to what extent training programme objectives are
being met. This will look at before and after measures of knowledge, skills, attitudes
and behaviours. It will seek to discover evidence of learning transfer and what
benefits of the programme accrue to the individual and to the organisation.
2. The second general aim of an evaluation process is to provide control. This should
relate training and development policy and practice to the organisation’s objectives
and strategies.
3. The third objective can be classified as research. This ‘research evaluation’ aims to
add to the existing knowledge of training and development principles.
Easterby-Smith (1986) outlines how evaluation is carried out to prove, improve or
learn. Proving refers to proving or disproving the effectiveness of the training
intervention. Improving relates to a refinement of the training, and learning relates to
the process of learning, focusing specifically on knowledge learnt, skills acquired and
behaviour or attitudinal changes that occur

5.4.2 A historical overview of training evaluation

For the past forty years the fundamental assessment and evaluation framework
employed by training practitioners has been the four level method developed by
Kirkpatrick (Attia, Honeycutt and Leach, 2005).This model has the reputation of
being “a logical, practical and useful model” (Bramley and Kitson, 1994).
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The Kirkpatrick model:
The model looks at four different levels when evaluating any training intervention.
The four levels are: Level 1 Reactions, Level 2 Knowledge, Level 3 Behaviour
change or Transfer of learning and Level 4 Organisational outcomes (Kirkpatrick,
1959).
Level 1 Reactions
Reactions are measures of how participants feel about various aspects of a training
program. Reactions are similar to traditional measures of customer satisfaction.

Level 2 Knowledge
Evaluation at this stage assesses the acquisition and retention of knowledge,
procedural knowledge or attitudinal change, depending upon the objectives of the
training program.

Level 3 Behaviour Change
Behaviour Change assessments measure the extent to which trainees modify their jobrelated behaviour due to training. This level of evaluation can also be referred to as
the ‘transfer of learning’ (Kirkpatrick, 1998).

Level 4 Organisational Outcomes
Level four evaluations measure the extent to which a training program has aided the
attainment of objectives set forth by the organisation. Firm-level training outcomes
are generally perceived as the most tangible and objective measures of training
effectiveness, however many researchers consider level four evaluations to be the
most difficult to conduct (Kirkpatrick, 1994, Lupton et al, 1999).

There is an implicit hierarchical nature to the four level model (Leach and Liu, 2003).
The variables representing one level of evaluation directly have an impact on the next
higher level within the hierarchy. This hierarchical nature may have an important role
to play in when companies are attempting to improve their evaluation. While
Kirkpatrick’s four level model has formed the basis for the majority of training
evaluation for the past forty years it has not been without criticism. Philips (1998)
describes the model as having too narrow a focus. He mentions, for example, that
trainee motivation is not included in evaluating training outcomes. Alliger and Janak
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(1989) describe the model as being too simplistic; while Holten (1996) states that the
method has limited use in developing propositions.

Attempts have been made to improve upon the original. Alliger (1997), identified
more detailed sub-categories, new stages have been added by Philips (1998).
Honeycutt, Karrande, Attia and Maurer (2001) attempted to integrate economic utility
theory into the model, and variables such as motivation, work environment and
trainee ability have been incorporated into the original method (Holten, 1996).
However, Attia et al (2005) conclude that “the model remains the most accepted
method of representing training evaluation criteria, serves as the fundamental
typology for communicating understanding about training evaluation and provides the
backbone of the current more comprehensive frameworks”.

5.4.3 Current perspectives on training evaluation
Sales training is the most often used intervention to improve sales productivity
(Katzell and Guzzo, 1983). Johnson and Marshall (2005) state that it may take two
years before any profit is realised from a new sales hire. Many firms believe,
however, that sales training is a significant contributor to a salesperson’s success
(Attia et al, 2005). The literature suggests that sales organisations believe that sales
training is beneficial for their organisations. “The greater the salesperson’s knowledge
of foreign customers and markets, the stronger the business performance” (Peng and
York, 2001). Attia et al (2005) support this view, “Increased levels of competition,
rapidly changing technology and a renewed focus on customer retention and
relationships are a few reasons why sales managers increasingly seek sales force
training and development activities that lead to increased sales force productivity”.
Galvin (2001) states that organisations are using training to achieve and maintain a
high level of salesperson competence.

While companies are seeing the need for training, and are conducting large amounts
of training, there is also an increased need to justify this outlay (Phillips, 1991).
Organisations that invest resources in sales training want to see that training
expenditures are actually aiding the firm in reaching some of its objectives (Attia et
al, 2005). According to Honeycutt, Ford and Rao (1995), “effective evaluation
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techniques allow trainers to improve sales training scientifically and demonstrate their
contribution to the bottom line”. Honeycutt (1996) states that if a finn does not
evaluate, “it is difficult to gauge the contribution being made by the training”. Leach
and Liu (2003) feel that the most critical issue facing sales force development efforts
is how to effectively assess sales training programs. Honeycutt et al (1995) reinforce
this “the topical area in greatest need of additional research is the determination of
sales training effectiveness”. This is a strong justification for undertaking the current
research project.

The literature suggests that evaluation is an important area for sales managers and
trainers. It also suggests that this area has been neglected “the marketing literature has
devoted limited attention to measurements used to evaluate sales training
methodology” (Lupton, Weiss and Peterson et al, 1999). Attia, Honeycutt and Leach
(2002) support this, stating that when training evaluations are conducted they are
crudely performed because of difficulties encountered in measuring the effects of
sales training. Chorko, Tanner and Weeks (1993) state that ‘measuring sales training
effectiveness activities receives a low priority’. Erffineyer, Russ and Hair (1991)
observe that most sales practitioners agree that finns lack an understanding of how
best to measure and evaluate training efforts. Honeycutt et al (1995) put it succinctly
“a large number of firms do not adequately evaluate their sales training programs”.
Jobber, Hooley and Shipley (1993) suggest that sales force evaluation is a little
understood managerial function. Again, this is a strong justification for research into
the area of sales training evaluation.

Attia et al (2002) found that 35-70% of large organisations evaluate using at least one
of Kirkpatrick’s levels of sales training. However, 13-30% of firms do not conduct
any fonnal or systematic evaluation. Primary research for this thesis will closely
examine this aspect of sales training in Irish SMEs. Honeycutt et al (2001) cite
Bernhard and Ingols (1988) who found that 30% of corporations conduct no formal
evaluation of their training programs. Contemporary work by Attia et al (2005)
researched which levels of sales training outcomes companies evaluate. They found
that 78% evaluate at Kirkpatrick’s Level 1 or reaction level, 32% evaluate at level 2
or the ‘learning ‘ level , 9% evaluate at the “behavioural change” level and a mere 7%
at the “organisational results” level. Again, these statistics will be a reference point
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for the primary research. Honeycutt and Stevenson (1989) state that ‘while research
suggests that a systematic evaluation of training is routinely disregarded, firms
continue to invest in sales training’.

5.4.4 Barriers to evaluation of sales training

Lupton et al (1999) highlight the fact that research into the area of sales training
evaluation has been limited and sales training programs often do not have clear goals
and objectives. The lack of objectives, in particular, does not facilitate effective
evaluation. They also state that “the tools of evaluation are as diverse as the trainers
and methods used” and they conclude that “the evaluation of training outcomes is
complex and multidimensional”. Leach and Liu (2003) are more specific, in stating
that “sales training organisations (those that train as a business) often provide
evaluations at one of the two lowest stages in Kirkpatrick’s model”. This view is
supported by Erffmeyer, Russ and Hair (1991). Their research discovered that the
most common methods for evaluating training programs are forms completed by
participants and feedback by participants or their supervisors.
A more systematic and concise analysis has been advanced by Attia et al (2002) who
outline four main areas of difficulty in evaluating sales training.

The first area is ‘managerial perceptions’. A manager’s perception can have a critical
influence on effective evaluation. Issues include a feeling that successful companies
have successful salespeople by default, ‘all training is good’ and a fear that a negative
evaluation could result in a decrease in sales. Other issues may include: beliefs that
evaluation is the training departments’ job and not sales, and finally, questions as to
whether evaluations actually prove anything may all have an impact on whether the
evaluation is carried out or not.

The second area is that of ‘evaluation restrictions’. This focuses on resources and
procedures necessary for effective evaluation. A survey by Attia et al (2002)
discovered that 22% of respondents felt there was a lack of adequate evaluation
methodologies, while 42% reported that the most significant shortcoming was the
“lack of evaluation standards and metrics”.
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The third area is ‘methodologieal problems’; these problems included data collection
and analysis issues. Specific issues centred on sampling and data collection.

The final area they addressed was ‘extraneous variables’. These variables included
factors like age and experience of the sales people trained, education levels and
previous training histories of the sales staff Other variables focused on whether sales
performance improved solely on the basis of the sales training course. The primary
research will examine to what extent there difficulties exist in Irish SMEs.

Attia et al (2005) cite WaiT, Allen et al (1999) who observed that measurement
difficulties are identified as the main reason for lack of research in the area. It would
appear that assessing Level 1 and Level 2 in Kirkpatrick’s model is relatively
straightforward. A salespersons reaction to a particular course and the knowledge that
they gained from that course can be assessed relatively easily. It is at Level 3 that
difficulties begin. Behavioural changes are hard to assess due to factors like
salesperson autonomy and the sales manager being busy managing. Collecting large
amounts of infomiation needed places a burden on managers and staff alike, and often
the day to day running of the business takes precedence (Attia et al, 2002). This point
may have significant relevance to smaller companies; will they be able to conduct a
behavioural change evaluation if most of their working days are spent fighting for the
sale? Among Level 4 difficulties cited by Attia et al (2002) are: excluding extraneous
factors from final outcomes “bottom line tangible measures and actual monetary
contributions are difficult to calculate” (Attia et al, 2002). It is similar perhaps to the
dilemma faced by those spending large sums on advertising, as David Ogilvy once
said “half the money I spend on advertising is wasted, the trouble is I don’t know
which half’.
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5.4.5 Proposed methods for increasing evaluation effectiveness

This section will describe two models: STEM, and a Utility’ based approach These
models have been developed in an attempt to refine Kirkpatrick’s original work, and
to develop a practical method of evaluating sales training. These will be examined to
ascertain whether they have a practical role in improving sales training evaluation in
an Irish SME context.

STEM — Sales Training Evaluation Model.
The STEM model proposed by Lupton et al (1999) is based primarily on
Kirkpatrick’s four level model of training evaluation but incorporates an additional
fifth stage.
Stage 1 examines the reactions of participants but recognises that this level is the least
effective when predicting outcomes in evaluating training.
Stage 2 analyses change in aptitude, knowledge and skill. STEM proposes looking at
these changes over a longer time frame.
Stage 3 relates to behavioural change, the research points to five factors that are
essential to achieving behavioural change.
These factors are:
1) Trainee desire to change.
2) Trainees’ know-how to implement change.
3) The organisation, through the sales manager, providing the right job culture.
4) Sales manager’s willingness to apply the learning.
5) The organisation providing reward for the desired behaviour change.
Stage 4 in the STEM model looks at tangible measurements which are the most
objective outcome. The STEM model recognises that outside influences may impact
on linking outcomes with specific inputs, but encourages companies to use criteria
such as: commission per sale, number of sales calls per sales person, and increase in
sales volume.
Stage 5 in the STEM model is somewhat of a ‘catch-all’ and looks at ‘such variables
as sales trainer and trainee competence, poor employment and screening procedures’.
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How far STEM goes in advancing research into sales training evaluation is open to
debate. It does necessitate the owner/manager / sales trainer taking into account ‘other
variables’ but a potential weakness is identifying clearly what these ‘other’ variables
are and how they should be measured. The relevance to an Irish SME is also
questionable.

A Utility Based approach
Honeycutt et al (2001) propose a method of evaluating the financial impact of sales
force training programs. This model attempts to integrate economic utility theory with
Kirkpatrick’s four level model. Utility theory models attempt to translate skills and
knowledge gained in a training program into a monetary estimate of the aggregate
after tax effect. Kirkpatrick’s model level 3 and level 4 are viewed as ‘outcome’
evaluations that highlight the perfonnance or outcome of the training program.

Honeycutt’s model is:
Net utility (of undertaking sales training)
U == Total Benefit Estimate (of the programme) - Programme Costs.

Financial Benefits are estimated as:
(T)

X

(N)

X

(d)

X

(SD).

T = the length of time the training benefit will last.
N = number of trainees in place at the end of the program evaluation,
d = standard difference between job performance of trained versus non-trained staff.
SD = standard deviation of the job performance in monetary terms (estimate made by
manager)

Costs:
(1 + v) = variable cost decrease
(1 -1) = marginal tax rate.

Total benefit estimate (T) x (N) x (d) x (SD) x (1+v) x (1-t).
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Program costs are estimated as: (N) x (C) x (1-t)
N ^ number of trainees
C= cost of training one trainee
1-t adjusts for tax rate.

This model enables an organisation to evaluate the financial utility of a sales training
program. It is the opinion of the current authors that the maths may render the formula
impractical. While this method is of undoubted value it may well be beyond the scope
of many SME managers/owners who have responsibility for sales training. This
researcher feels however that the capability of regularly performing such an analysis
would be a worthy aspiration and beneficial to an owner manager or sales manager.

An important conclusion of Honeycutt’s work is that it appears that lasting benefit of
a training program is dependent on four factors. If an organisation can pinpoint these
factors it may be in a position to improve its sales training. The four factors are:
1. The retention of trained staff.
2. The length of time the training benefit lasts.
3. The difference in performance between trained and untrained employees.
4. Variation in sales employees’ perfonnance.
The ability to influence any or all of these factors will have a bearing on the success
of training programmes and it would be in sales managers/owners best interests to
attempt to improve these factors.

5.4.6 Towards an effective method of evaluating sales training

Before choosing an optimum method of evaluation or deciding upon a method which
may be of practical benefit to smaller organisations, it is necessary to visit
Kirkpatrick’s model again. It can be seen that most contemporary models of sales
training evaluation are based on the original Kirkpatrick model. Key questions are
whether the levels in the model are interlinked and which level, if any, is the most
important. Measures of trainee reactions to the training are the most widely applied
evaluation criteria but they may not be a strong indicator of effective training
(Tannenbaum and Yukl, 1992). Lupton et al (1999) identity several limitations of
using sales trainee reactions to evaluate sales training. Factors such as venue, trainer
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personality, and employee motivation ean influence strength or positivity of reactions.
Alliger, Tannenbaum, Bennett, Traver and Shortland (1997) found, however, that a
positive reaction will lead to a trainee acquiring knowledge.

Kirkpatrick’s Level 2 measures of knowledge focus primarily on the acquisition of
product knowledge, procedural knowledge or the acquisition of skills; e.g. employees
learning the art of negotiation (Leach and Liu, 2003). Two main methods of
measurement have been used at this level. One method assesses an employee and the
change in knowledge acquired only, the other method compares the level of
knowledge prior to the training intervention and after it. Level 3 measures of training
effectiveness measure behavioural change or ‘transfer of learning’; Kirkpatrick (1998)
describes this as the extent to which trainees modify their job related behaviour due to
training. Successful transfer of learning is a function of ‘work environment, trainee
characteristics and learning retention’ (Baldwin and Ford, 1998). Lupton et al (1999)
describe characteristics they consider necessary for successful transfer of learning to
take place. These characteristics are trainees desire to change, trainees possessing the
know how to implement change, sales managers providing the correct culture within
the company to promote change, sales mangers’ willingness to apply the learning and
the organisation rewarding the desired behavioural change.
Level 4 organisational outcomes are often the most difficult to evaluate. Warr et al
(1999) state that ‘measurement difficulties are the primary reason for the lack of
research in this area’.

Leach and Liu (2003) investigated the interaction between the various levels within
the Kirkpatrick model. What they found may have an impact on how sales training
programs are conducted and evaluated. Their research showed that trainees who have
a positive reaction to the program are more likely to learn the material. Secondly, they
found that trainees whose level of knowledge acquisition was higher were more likely
to transfer this to the workplace. Thirdly, reactions (Level 1) did not predict or explain
learning transfer (Level 3) unless mediated by knowledge (Level 2). Finally, their key
finding was that Level 3 evaluations are the only ones that can explain organisational
outcomes. The transfer of learning into practice is the key evaluation criterion in
explaining how organisations can achieve their goals or objectives. This means that if
an SME decides to evaluate the benefit of sales training it carries out it should focus
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on evaluating whether employees aetually implement the skills they have learnt or the
knowledge they have obtained in training. The investigation of this will be an
important factor in the primary research. Two insights in particular from the work of
Leach and Liu (2003) seem very relevant for effective sales training. The first of these
is taken from what has been described above:

Insight 1: Leach and Liu (2003) conclude: ''that for sales organisations wanting to
understand training effectiveness in terms of firm-level organisational outcomes,
learning transfer measures may be the only type of evaluation to provide valuable
insight"".

The second key insight from Leach and Liu’s research (2003) is that objective setting
in relation to sales training programs is of vital importance. This may seem to be
obvious but according to Dubinsky (1981) and Honeycutt et al (1993) training
objectives are not always formulated by selling organisations. Leach and Liu (2003)
state “the effective measurement of the organisational outcomes of training should
begin by developing appropriate and specific training objectives’’. They add, “only
when skills are applied on the job will sales trainers meet an organisation’s goals of
increasing selling effectiveness, improving customer relations and improved
organisational commitment”.

Insight 2:Sales organisations must set clear objectives prior to training if they are to
evaluate effectively.

If clear objective setting and effective learning transfer are key criteria for effective
sales training evaluation does the literature provide any clues as to how an
organisation might operate?

5.4.7 Revised model of effective sales training

Attia et al (2005) propose a three stage model for assessing and improving sales force
training and development. The three stages are training needs, assessing the impact of
training on sales trainees and assessing the impact on the firm. Attia’s model
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incorporates the insights of Honeycutt et al (1993) and Leach and Liu (2003) as will
be seen in the following discussion.

1. Training needs
If a sales training intervention is to be effeetive it must tie-in with an organisation’s
overall objectives and change initiatives. Attia et al (2005) propose that companies
must first look at their overall strategic goals and deeide what role sales and sales
training play in attaining these goals. Following this the owner/manage/sales trainer
must identify the key selling competencies whieh are required, and he needs to decide
who within their sales team possesses these. One criticism of competency
identification is that it is a laborious and time consuming activity (Ennis, 1998). From
an Irish SME point of view, the sales competencies outlined in section 3.5.2 of this
literature review may be of some value.

2. Impact on sales trainees
The organisation must look at reactions^ knowledge acquisition, transfer of learning
and organisational outcomes aeeording to Kirkpatrick (1959). Attia et al (2005) like
Leach and Liu (2003) focus on transfer of learning as the critical factor in a successful
sales training intervention. This area will now be discussed in detail.
Organisations must focus on five faetors that facilitate the successful transfer of
learning according to Lupton et al (1999)
1. Trainee motivation to apply knowledge
2. Trainee knowledge as to how to and what to apply.
3. Provision of an eneouraging environment by the sales manager
4. Sales management must help employees apply the knowledge or skills.
5. Sales managers must reward the desired behaviour.

Leach and Liu (2003) support Lupton’s ideas when they identify two variables of
importanee for the transfer of learning:
1. Sales trainees’ level of self efficacy
2. Sales trainees’ motivation to transfer their learning to work.

Self effieaey is defined as ‘peoples judgement of their eapabilities to organise and
execute courses of action required to attain designated types of performanee’
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(Bandura, 1986). Self efficacy can be viewed as confidence in ones ability to attain
success. High levels of self efficacy in an individual allow the person to overcome
obstacles when a desired behaviour is attempted. An individual with a lower level of
self efficacy will shy away from the activity. Organisations need to be aware of the
concept of self efficacy and also recognise that it can be developed through skills
training.

Motivation is another area for organisations to be aware of Attia et al (2001) state
that “trainees who perceive that their efforts will lead to rewards they value, and what
they have learnt is relevant to the attainment of their goals will be more motivated to
transfer learning”. There appears to be consistency here with earlier work in section
3.5.2 on competencies, it would appear that companies should look to employ sales
people with high levels of motivation and self efficacy. However, in many cases sales
staff are already in place in an organisation and training may play a role in increasing
both self-efficacy and motivation (Attia et al, 2005). “Trainees who perceive training
to have more job and career utility are more likely to transfer (learning)” (Clark,
Dobbins and Ladd, 1993), there is an implicit link here to the Porter and Lawler
(1983) model of expectancy theory.

Given the importance of transfer of learning described above, an important aspect of
this research is to discover whether there are any practical methods of enhancing this
stage of evaluation. Attia et al (2005) state that “learning transfer assessments involve
the direct observation of the sales trainee in the workplace”. This point is of critical
importance. The primary research will help detennine whether Irish SMEs are
evaluating at this important level and secondly, whether they are evaluating by
assessing staff directly in the workplace.

Some potential methods of evaluation at this level of the Kirkpatrick model include:
1. Sales managers observing sales calls.
2. Sales staff using self-reported change measures.
3. Analysing sales force call logs, diaries or reports. The more widespread use of
Customer Relationship Management systems may prove useful here.
To conclude: the sales manger’s role is the most important at this level according to
Johnston and Marshall (2005) and Attia et al (2005). The measurement of ‘transfer of
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learning’ can be effectively perfonned only by observing the sales trainee in the
actual workplace.

3. Impact on firm
The two areas here are firm level objectives and value and return on investment from
training. The setting of objectives has been previously discussed. In regard to value
and return on investment various models can be utilised to determine training’s
financial benefit. Two such approaches are: using a control group i.e. one sales group
trained, one not and assessing results. The other method is to use trend lines to
attempt to predict the result of a ‘no training’ situation. The practicality of such an
approach in Irish SMEs is questionable.

The three stage model proposed by Attia et al (2005) is certainly a good starting point
for a company which is serious about developing an effective evaluation model. It
appears to provide a good framework to work from. Primary research for this thesis
will help detemiine whether Irish SMEs are maximising the benefits of any training
they are carrying out by evaluating at the transfer of learning stage, and whether they
are setting objectives for their training interventions. The following section gives an
overview of the literature review section of the thesis.

5.5 Literature Review Conclusion

The Irish economy has perfonned exceptionally well in the last fifteen years. Much of
this success in relation to exporting has been due to foreign owned multinational
companies. Indigenous companies have not performed as well (Forfas, 2004). Two
major deficiencies impeding the performance of indigenous companies are innovation
capability and world class sales and marketing capability (Innovate Market Sell,
2004). One recommendation of ‘Innovate Market Sell’ is the need to develop
marketing and selling skills capabilities in indigenous SMEs. One way in which
companies can do this is by training existing sales staff or hiring new employees that
possess the required skills.

Companies spend money on sales training but seem to find it difficult to ascertain
whether this training has been beneficial or not. “The topical area in greatest need of
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additional research is the determination of sales training effectiveness” (Honeycutt et
al, 1995). Leach and Liu (2003) state it baldly; ‘‘‘'the most critical issue facing sales
force development efforts is how to effectively assess sales training programs'". It may
appear obvious, but companies need to evaluate the sales training they are doing to
ascertain whether it is effective or not.

Literature reviewed for this research brought to light two essential activities that
companies must perform if money on sales training is not be wasted.

1. Leach and Liu (2003) analysed different levels of evaluation that are typically
earned out using the ‘gold standard’ method of Kirkpatrick, and found that:
“level 3 evaluations are the only ones that can explain organisational
outcomes”. They go on to state: “the transfer of learning into practice is the
key evaluation criterion in explaining how organisations can achieve their
goals or objectives”.
When evaluating sales training, managers must analyse not only whether employees
liked a course or learnt a skill or gained knowledge, they must evaluate over a period
of time whether the employee changed his/her behaviour as a result of the training
intervention.
2. Attia et al (2005) concur with Leach and Liu on the point that “training efforts
must effectively change the behaviours of salespeople” but they go further and
state that “companies must clearly state their objectives after detennining what
the training needs are”.

Companies must first assess what their sales training needs are and then set objectives
to meet these needs. Lupton et al (1999) state that “sales training programs do not
often have clear goals and objectives”, and they conclude that ‘the lack of objectives
in particular does not facilitate effective evaluation’.

Organisational sales training objectives have been listed by Honeycutt et al (1999) as
follows:
1. Decrease turnover of staff.
2. Improve customer relations.
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3. Decrease organisational selling costs.
4. Improve control of the sales force.
5. Improve sales volume generated.
6. Improve sales forces use of time.

This research aims to discover the methods and approaches by which Irish SMEs
manage their sales training. The literature suggests that companies must develop
selling competencies which enable its objectives to be attained. Hill (2001) outlines
the competencies as: knowledge, experience, judgement, communication ability
(personal selling and a ‘sales orientation’) and relational communication (confidence
and communication). It is the opinion of the current author that while these
competencies should be aspired to, they do not help on a practical level organisations
which are attempting to increase sale and improve sales force effectiveness. The
reason for this view is that Hill’s competencies focus on personality characteristics
which can be difficult to measure even by professional psychologists.
Attia et al (2005) cite work carried out by Ennis (1998) who defined competencies as:
minimum', those baseline criteria which employees must hsiWQ.descriptive'. behavioural
skills which are related to successful perfonnance and finally, differentiating:
competencies that separate high performers from others.
They describe these differentiating competencies as motivating drive, positive self
image and emotional intelligence. The current author feels that these are important
competencies but the literature does not outline how they are to be developed and
measured in a real and practical sense. Attia et al (2005) also state that competency
identification is ‘costly and time consuming’.

Companies do need to make some attempt to identity which competencies are
appropriate for their business. One suggestion is that sales managers identity
characteristics of current ‘best performers’ within the company and attempt to train
for these in new or poorer performing staff. In addition, it is the current authors’s
opinion that companies should focus on setting meaningful and measurable objectives
for their sales training programmes. They should also attempt to evaluate the training
that has taken place, concentrating primarily on “behavioural” change.
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The primary research seeks to discover what kind of objectives SMEs set for sales
training, and what methods they employ to evaluate the outcomes of sales training
programmes. It will also investigate whether companies are making the link between
setting sales training objectives and evaluating at the behavioural level.
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Chapter 6
Primary Research

6.1 Methodology

Primary data by definition are unavailable either in literature or in previous research
that has been carried out (Ghauri and Gronhaug, 2005). It is the data that this project
requires to answer the specific research questions posed. A useful starting point in
choosing research methodology is to restate the original research objectives.

1. To discover best practice in relation to sales training by reviewing relevant
literature and empirical studies.
2. To discover approaches currently being used by Irish SMEs in managing and
evaluating sales training.
3. To make recommendations that will guide SMEs on how to effectively
manage their sales training more effectively.
Data required to satisfy the first objective have been acquired in an extensive
literature review. Primary data is required to achieve objective number two. Objective
3 will be reached by reflecting on the findings from objective 2 and synthesing these
findings with insights from the literature.

6.1.1 Data required

The following data are required to answer research objective 2.
1. Factors which motivate individual SMEs to undertake sales training.
2. Management and evaluation practices used currently in sales training.
3. Identification of any barriers that impede companies from carrying out more
effective training.
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6.1.2 Sources of information

There are a number of potential sources of primary data for the purposes of the
research. Within the SME selling context, sales trainees, sales trainers, sales
managers, owner/managers or external sales training specialists may all be potential
sources of useful information. The merits of each group are discussed in the following
paragraphs.

Sales trainees
Sales persons or sales representatives are deeply involved in training that is carried
out. In a general sense they are in an expert position to assess certain aspects of any
training that occurs. Employees who have received training are well positioned to
evaluate it at Kirkpatrick’s Level 1 or 2, that is, reaction to the course and the
knowledge or skills they have acquired. They are not involved in managing or
evaluating the effectiveness of training, and it is assumed that they will not be in a
position to judge objectively whether training is helping to reach company objectives.
Although involved, they are not primary decision makers in relation to sales training
and therefore will be omitted from the primary research.

Sales managers and in-house sales trainers
Sales mangers and sales trainers within SMEs may well be involved in setting the
sales training objectives (if any), and also may be responsible for evaluating whether
sales training is effective or not. They may also have an influence on the types of
sales training that is carried out. Finally they may be in a position to give some insight
into any difficulties organisations experience with sales training.

External sales trainers
External trainers are likely to have a role in sales training evaluation; however this is
often limited to evaluating training at Level 1 or Level 2 of the Kirkpatrick model.
They are not in a position to evaluate or manage training at higher levels within the
Kirkpatrick model, as in the current author’s’s experience, their role is often limited to
carrying out workshop type courses. They are usually called upon to implement a
sales training program following the identification of a selling skill or sales
competency deficit by sales management or the SME owner/manager. For these
84

reasons targeting this group would not provide data that would help in achieving the
research objectives and therefore they will be excluded from the primaiy research.

CEO/Owner manager
Depending on the size and the nature of the SME the CEO or owner manager may
well be the decision maker in relation to the level of sales training that is carried out.
For this reason they will be target informants of the research. In SMEs where sales
training decision making lies elsewhere it is reasonable to assume that the CEO or
owner/manager will pass the survey to the relevant party in their company.

The research will aim to contact the decision maker in a sample of SMEs in relation to
instigating, managing and evaluating sales training in their company. The decision
maker may well differ from company to company but a top-down approach is
warranted as it is reasonable to assume that the CEO or owner manager will be aware
of who is responsible for this function. The target infonnants therefore of the primary
research will be the CEO or owner manager within each SME approached. The
following section will describe the sector that has been chosen as the target group of
the primary research.

6.1.3 SME Sector to be surveyed

Recent enterprise policy reports tend to focus on a relatively small number of industry
types. To gather the required primary data, it is necessary to pinpoint an industry or
service sector in which SMEs are likely to contribute to employment and export
growth in the coming years. The focus of this research is on indigenous Irish SMEs
who are involved in exporting.

The Forfas report ‘Ahead of the Curve’ (2004) identified the following areas as those
likely to produce strong export growth and employment: Pharma/biotechnology, food,
ICT, medical technology, consumer goods and engineering. A further policy report on
marketing and innovation in SMEs, ‘Innovate Market Sell’ (Forfas, 2004) focused on
engineering, electronics, healthcare, food, consumer goods, internationally traded
services and software as sectors for further export growth.
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In its Review and Outlook for 2006 Forfas reported that Irish traded serviees exports
grew from a world market share of 0.4% in 1993 to 2.2% in 2004. Ireland is now the
14^*^ largest exporter of serviees in the world. The strength of the serviee area is
further demonstrated in another Forfas report ‘International Trade and investment
report 2005’. Merchandise accounted for exports of € 84.3 billion in 2004 while
services account for € 42.2 billion, a 2.2% world share. In relation to merchandise
71.6% of all exports arise from two sectors, namely: pharma-chem and
ICT/machinery. In the ICT/machinery sector, which includes computer manufacture,
87.6% of businesses are foreign owned however. For this reason they do not make a
good target for the present research project.

The Expert Group on Future Skills Needs (EGFSN, 2005) identified “six ‘Key
Sectors’ with future growth potential’’: international traded services (ITS),
pharma/biotech, ICT hardware, ICT software, medical devices and engineering.
Employment in these sectors accounts for approximately 10% of the state’s
employment at present, or 186,000 out of a total of 1,757,000. The EGFSN identify
ITS, ICT Software and ICT hardware as being the most dynamic of the six outlined.

6.1.4 Choice of respondent group

There is consistency across these Forfas reports as to which business sectors are likely
to be the key drivers of employment and export growth. They include international
services, software, and pharma/biotechnology, engineering and medical devices. The
main criteria for organisations to be included in the current research are that they be
(a) Irish owned, (b) an SME and (c) involved in exporting.

Having considered the different areas, the current author chose indigenous ICT
software companies as suitable for providing data on sales training. The sector is
forecast to experience strong growth in employment in the next ten years, with
numbers employed likely to increase from 40,000 to 57,000 (EGFSN, 2005). The
same report identified a software ‘cluster’ in the Dublin area but more importantly the
report stated that “software is a vibrant indigenous sector, dominant (versus foreign
owned

companies)in terms of employment and providing 70% of the total
86

(employment) in the (sector) country”. The Irish Software Association (ISA) reports
that 60% of all employment in the area is in indigenous fimis and their export sales in
2004 accounted for € 1.4 billion. The ISA currently has 660 members. Another reason
to consider the software group a suitable target is that some preliminary work has
been done in the report ‘Innovate Market Sell’ whereby some issues that the group
experience in relation to sales and marketing have been identified.

The current author feels that the indigenous software sector is appropriate for research
as it satisfies the original criteria: namely it is Irish owned, it is involved in exporting
and many are within the SME definition. The type of infomiation that is required to
answer the research questions include issues such as: whether SMEs carry out sales
training, the types of training carried out, the level of evaluation of the training that is
performed, the methods of evaluation used and the extent to which companies are
setting sales training objectives. The infonnation being sought will detemiine to some
extent the methods chosen. Subsequent sections will describe the methods that can be
chosen

6.1.5 Qualitative or quantitative methods

The choice of data collection method depends on which type of data is required for a
particular research problem. This research requires information about what training
has taken place in the past; in addition, information about how companies evaluate the
effectiveness of their training is required. The information is required from indigenous
software companies throughout Ireland. The information is of both a historical and
current nature. Two different dimensions are important here, one is the scope of the
research: will the study cover a large geographical area or a particular region; the
second dimension is characteristics of the unit of study, the researcher must clearly
define such criteria as age, revenue, size, etc. Once this has been decided upon a
choice can be made as to which data collection method is most appropriate to use.

According to Ghauri and Gronhaug (2005) some debate has occurred about whether
quantitative or qualitative methods of data collection are superior or more scientific.
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Qualitative methods provide findings that are not generally reached by statistical
methods or other methods of quantification. Another way of viewing this is that
“quantitative researchers employ measurement and qualitative researchers do not”
(Jankovic, 1991). He concludes “which techniques are most suitable for which
research project depends on the research problem and its purpose”. These comments
suggest that the main difference between both approaches is not one or quality or
scientific measure but of procedure and appropriateness. These methods are not
mutually exclusive and can often be combined together within the same research
project.

When to use?
Qualitative methods are more appropriate for situations where the researcher is
attempting to discover infonnation pertaining to a person’s experience or behaviour or
when a phenomenon is not clearly defined and little is known about it. Research
problems can be viewed as being on one of a number of levels, ranging fonn level 1
(a poorly understood issue) to level 3 (well understood requiring further clarification).
For example: at level 1 when a problem is poorly defined and unstructured, qualitative
methods are appropriate as they facilitate understanding and allow for the
development of hypotheses. At level 2 quantitative methods are useful as they allow
for the testing of these hypotheses. At a third level both methods may be utilised to
gain further understanding and insight into the research problem (Ghauri and
Gronhaug, 2005).

The project aims to explore how to build sales effectiveness within indigenous SMEs
through enhancing their sales training techniques, with a focus on the evaluation
methods used in this training. The baseline hypothesis that sales training helps to
build sales competencies has been written on extensively in the literature, and the
project seeks further understanding on how this may be optimised within the Irish
SME context. In relation to the management and evaluation of sales training the
research aspires to obtain some insight into the level of sales training and evaluation
in Irish SMEs. As much of the data is of an objective nature, a quantitative approach
is warrented.
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6.2 Research Design

In deciding upon a contact method there are a number of choices. These choices
include observation, experimentation and survey (Baker, 1991).

6.2.1 Choice of contact method

Observation: this “entails listening and watching other people’s behaviour in a way
that allows some type of learning and analytical interpretation” (Ghauri and
Gronhaug, 2005). An advantage of observation is that it allows the gathering of first
hand information in a natural setting. A disadvantage is that observations are made by
individuals who observe and record a phenomenon; it may be difficult to translate the
events into scientifically useful infomiation. Observations may be categorised as
human or mechanical and are mostly a ‘real-time’ activity. While the choice of
observation in some primary research is valid, for the purposes of this research it is
not appropriate. The data required to answer the research questions is mostly of a
historic nature and, in addition, motivations and actions over a relatively long period
of time need to be gathered. It is the current author’s’s opinion that observation would
not allow the research questions to be answered and therefore observation is not
considered appropriate for this project.

Experimentation:
In an experiment “ the researcher usually seeks to control all the variables so that by
varying one and holding others constant, he can determine the effect of the
independent variable upon the output or dependent variable” (Baker, 1991). An
experiment is usually undertaken to determine if there is a causal relationship between
the variables under investigation. Experiment is often a valid method of research and
it may well be used to determine what sales training method is optimum for
indigenous Irish SMEs. Honeycutt et al (1999) attempted to gauge the success of
evaluation of sales training methods using an experimental model. A disadvantage in
employing experiments in the current research project lies in the difficulty of
extrapolating results onto other companies. Also, sufficient resources are not available
to a carry out such an experiment.
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Finally, much of the data required is of a historieal nature and while experiment may
help predict successful training and evaluation models into tlie future, it would not
capture what has taken place in the past. For these reasons it is excluded from the
current research project.

Survey:
A survey is defined as “a method of data collection that utilises questions or
interview techniques for recording the behaviour of respondents” (Baker, 1991); he
further describes it as the evaluation, analysis and description of a population based
upon a sample drawn from it. Surveys are concerned with fact finding, asking
questions of representatives of a population; they help to determine attitudes and
opinions to help understand and predict behaviour (Ghauri and Gronhaug, 2005).
Surveys can be administered in a number of ways, these include: telephone, personal
interviews, postal surveys, self-administered surveys or panels (Proctor, 2002).
Surveys have numerous advantages over other fonus of contact (Alrech and Settle,
1985). They are comprehensive, customised, versatile and efficient. Baker (1991)
deseribes eight topics that are suitable for survey: attitudes, images, decisions, needs,
behaviour, life-style, affiliations and demographics. The infonnation that is required
to answer the research questions posed in this research concerns attitudes, behaviour
and motivations. In this regard and with reference to the other research methods
available the current author feels survey is the best choice as opposed to experiment
and observation. As the research focuses on sales training, its evaluation and
management, the choice of a survey to elieit information seems prudent. A survey will
allow the research to pinpoint the actions and motivation behind decisions about what
training is done, how it is carried out and how it is evaluated.

6.2.2 Survey Contact Methods

A decision is necessary on how to contact the target group. The options within survey
include: foeus groups, postal survey, personal face-to-face interviews, telephone
interview email or on-line survey, case study and depth interview. Each contact
method is now discussed.
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Focus Groups

A focus group occurs when a small yet representative sample of members of the target
audience meet in a formal setting. Proctor (2003) describes how foeus groups are
often used in an exploratoiy manner to investigate the nature of an issue. The
researeher provides some guidance to the group, but depends largely on some
interaetion within the group to stimulate discussion. Advantages of this method
include: rieh in-depth data and an opportunity to develop a good understanding of
behaviour. Group influenee or ‘group-think’ can have a negative impaet on the data
gathered however. One other potential downside to foeus groups is in organising a
representative sample of the target population. There are approximately five to six
hundred companies in the target audience (ISA, 2005).The eurrent author feels that
due to the number and geographical spread of companies throughout Ireland, using
foeus groups on their own is not a viable option.

Postal Interview

A postal interview is sent to a potential respondent and the person writes in the reply
and posts it back (Proctor, 2000). The advantages of postal interviews inelude the laek
of interviewer bias and a low cost per response. In addition, there is the possibility of
tackling complicated issues as the respondent will have time to fill out the survey if
he/she interested in the subject matter. The final benefit of a postal survey is that a
large number of postal respondents ean be targeted. Postal surveys possess drawbaeks
and these centre on sampling and aehieving an adequate response. In addition, there is
a laek of eontrol over respondents and also the possibility exists that an ineorreet
respondent within an organisation may fill out the survey. Despite these reservations
postal surveys are a feasible option in the current researeh projeet as they allow the
researeher to aehieve a representative sample from a large and geographically
dispersed population. Another attraction of postal surveys for the eurrent researeh is
that they are useful when gathering data relating to historieal actions or when
eonsultation is required to find data within the respondent company.

Personal Interview

Interviews are interactive and may be face-to faee or by telephone. Interviews are
elassified as semi-structured or struetured. A struetured interview is one where there
exists a pre-detennined format of fixed response categories; the emphasis is on
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sampling, quantitative measures and statistical measures. The other method is semistmctured interviews where the same aspects relating to topic, issues and sample size
are investigated without fixed response categories. The advantages of interview
include the fact that a very accurate and clear picture of a respondent position or
behaviour can be found. A disadvantage is that the interviewer needs to be skilled and
to understand the research problem fully. The interpretation of interview data is also
something that requires skill and knowledge. The choice of personal interview is not a
valid one for the current research. The issue at hand is relatively complex and
interviews may well give valuable insight into motivations, judgements and actions in
relation to managing sales training. However the research hopes to give guidance on a
broader basis and this may not be achievable by using personal interviews alone.

Email and On-line survey
An email or on-line survey has similar benefits to postal suiweys in relation to the data
that can be gathered and the number of respondents that may be contacted. A
difference between on-line and email is that on-line is an interactive process whereby
the respondent is directed towards a website and fills out the survey in ‘real time’. An
email survey is more similar to a postal survey in that a survey is attached as an email
and the respondent fills out the survey electronically and emails the response. On line
surveys and email surveys have a potential benefit in ease of response, thereby
enabling increased response rates.

Case Study
Ghauri and Gronhaug (2005) describe case studies as a description of a management
situation. They are often utilised when a situation is difficult to study outside of its
natural setting. Ghauri and Gronhaug also suggest that case studies are a useful tool in
business research when ‘the concepts and variables under study are difficult to
quantity’. Information for a case may be gathered from a number of different sources
such as verbal reports, observation and personal interviews and/or depth interviews.
Boyd, Westfall and Stasch (1989) outline advantages of the case study approach: it
allows for an understanding of an entire situation rather than a selected aspect, it is a
description of a real event unlike a statistical study which involves abstraction from a
large group and may not be representative of any one single unit. Finally, very
accurate data may be obtained due to the intimate relationship between the researcher
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and the organisation being researched. Disadvantages include: the potential for a lack
of objectivity due to a difficulty in developing formal methods of observing and
recording of data. Analysis may also lack objectivity as it depends greatly on the
researcher’s intuition; finally, generalisation is difficult due the small size of any
sample. A case study approach is warranted when a researcher wishes to identify
some factors involved in some aspects or behaviour of an organisation. The use of a
case study method is not warranted in this research.

Depth Interviews
A depth interview is “a relatively unstructured one-to-one interview” (Proctor,
2000).The interviewer needs to be skilled and trained in the art of probing and in the
ability to elicit information from the respondent. Unlike other techniques the
interview is guided primarily by the responses of the interviewee. There is a strong
onus on the researcher to interpret any responses correctly and lead the inteiwiew.
Ghauri and Gronhaug (2005) describe advantages of in-depth interviews as: the
information gathered is accurate and an insight can be gained into a respondent’s
actions or behaviour. In addition, it facilitates the investigation of sensitive or
complicated issues. Some disadvantages are the need for a skilled interviewer,
interpretation and analysis may also be problematic. These types of interviews are
useful in discovering motivations behind actions or behaviours.

Method Chosen
Many of the above would have proven to be a valid choice to achieve the objectives
of the research. The choice of contact method is an online questionnaire. The choice
was made for a number of reasons. The number of companies in the sampling frame
runs to hundreds and the researcher felt that to get an accurate representation of the
group most if not all of these would need to be contacted; a questionnaire would allow
this to occur. Secondly, it is a reasonable assumption that the respondent within each
of these companies would be somewhat computer literate and would find an online
questionnaire easy to respond to, and this would facilitate a higher response rate thus
enhancing the quality and validity of the research findings. A final consideration is
that a more extensive timeframe would have been required to contact and interview
hundreds of respondents by interview to get an accurate picture of current sales
training practices within companies.
93

6.3 Questionnaire design

6.3.1 Background to the questionnaire

A questionnaire was developed to help answer the major research questions. Baker
(1991) cites Bowen when stating that a familiar problem for all researchers is the
trade off between “a desire to secure a maximum of information from a respondent
and the need to keep the interview clear, straightforward and of reasonable length for
ease of administration and respondent interest”. Baker further outlines rules which
facilitate the development of a questionnaire which is of reasonable length and
interest. These factors are:
1. Learn to say no to the inclusion of some questions.

2. Ensure the results of every question can be used.
3. Avoid duplication of information.

4. Restrict the classification data asked for.

5. Confine questions to the major issues.
The current author has endeavoured to follow these guidelines in the development of
the research questionnaire. The researcher also received invaluable help from Dr John
Murphy C.I.T who gave useful insights during the questionnaire development. After
an initial draft was developed the questionnaire was reviewed by Mr Brendan Wafer
who offered helpful comments. His help was greatly appreciated and resulted in a
more relevant and concise questionnaire.

6.3.2 Creating the questionnaire

The questionnaire was constructed along four broad themes. The themes explored
were: the level of training within respondent companies, the types of training that
companies are carrying out, the degree to which companies set sales training
objectives and the level and degree of training evaluation that is carried out. The
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themes examined would allow the researeher to detemiine an aeeurate pieture of
training activities in companies contacted. The structure of the questionnaire is set out
below and is relatively straightforward. The theme of objective setting was dealt with
later in the questionnaire after the section on evaluation as can be seen below. It could
be expected that questions about objective setting would have been included in the
earlier part of the questionnaire but if this were done, the researcher felt that
respondents might have been likely to give a theoretically ‘correct’ or ‘approved’
answer to questions dealing with objective setting. Respondents may have felt that
setting objectives is obviously a necessary activity and would have responded
positively. By placing this section near the end of the questionnaire it was hoped to
obtain honest answers. The questionnaire is described in some detail on the following
pages.
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Question 1
What is the size ofyour company?
Please state the number of employees.
This question defines the company in tenns of whether it is a large or a small SME.
Defining the size of the organisation in terms of its employees gives guidance as to
whether small, medium or large SMEs conduct more or less training or whether they
manage or evaluate their training differently.

Sales Training Section

Question 2
Has the company conducted sales training?
Options are: In the last 12 months, in the previous 12 months or none in the last
2 years.
The question is an important one, as a company that does not conduct sales training
will not be in a position to provide data to help answer the research questions.
If the company does sales training then it answers question 3 and subsequent
questions. If it has not conducted training the respondent skips to question 15.

Question 3
What type(s) of training were carried outl Options given are:
On-the job accompanied by coach, trainer or sales trainer/ workshop training /
training course on selling or sales in College or Institute / web enabled course
Yes / No to each.
The question allows the company to detail that it may carry out more than one type of
training.

Question 4
Who carried out the training^
Options include: external trainers / training managers / sales managers/ existing
sales staff / online or computer based / also included is an other option
The question aims to discover what role internal management has in training. They
should be in a position to determine whether training is moving towards achieving
organisation goals.
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Question 5
If trainees received external training please tick whether it was generalised sales
training or customised for your company?

Question 6
What does the training focus on?
Options: product knowledge, selling skills, competitor skills, prospecting and
qualifying, relationship building, account management, territory management
and other. Respondents were invited to select one of: to some extent / not at all for
each.
The literature has listed deficits that exist in Irish SME selling capability, this question
is designed to ascertain whether companies in the software sector are addressing these
deficits in their training.

Evaluation Section
Question 7
Do you formally record the trainee's comments or reactions to the sales training
programme after they received training! Options of yes or no and a further open
question of‘how was the information used if yes?’
Question 7 asks whether the company evaluates at Kirkpatrick level 1.

Question 8
Does the company evaluate knowledge acquired by trainees during sales training!
Options are yes formally, yes informally and not at all. If yes, how?
The question is straightforward and discovers whether the company evaluates at
Kirkpatrick’s level 2.

Question 9
Does the company evaluate whether employees performed their job differently after
they received sales training Reply Options are Yes or No
A further question is: if yes, how was the evaluation done?
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The question will determine whether Level 3 of the Kirkpatrick model is employed.
Responses will go towards answering the question as to whether companies are
evaluating behavioural changes as a result of training.

Question 10
Did the training carried out help the company reach its objectives?
Options include: Yes certainly, Yes to some extent, Not really and Don’t know.
The question will answer whether the company evaluates at Kirkpatrick’s level 4.

Question 11
Some possible attitudes to evaluating the effectiveness of sales training are listed
below. Respondents are asked to select from: / agree, I disagree or Fm not sure.
Options include:
Evaluating sales training is: too time consuming, too costly, no clear benefit in
doing so, no reliable way of doing so or other: The question will give insight in
relation to why companies are not evaluating their sales training.

Objectives of sales training
Question 12
How often does the company set sales training objectives? Options include: never,
every six months, yearly, or as the need arises
The question is devised to detennine whether companies are training on an ad-hoc
basis or on a planned regular basis. The literature insists that to train effectively
objective setting and evaluation has to occur.

Question 13
How well do the following describe the objectives ofyour company *s sales training?
Options here include:
To achieve company sales growth objectives / to bring new sales recruits up to
speed/ to fill identified skills gaps of current sales people/ to reward or motivate
good sales staff/ also included is an other option...options are to be rated on
Exactly/To some extent/Not at all.
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Objective setting is vital according to the literature to effectively manage and evaluate
training. This question should provide insight into sales training objectives in SMES.

Question 14
Is there any other comment you would like to make about sales training? Open
ended answer option...

Questions 15 and 16 are for those companies who have not carried out sales training
in the last two years.

Question 15
Why is there no sales training carried out in your company? Open ended answer
option.
Question 16
Is there any other comment you would like to make about sales training?
The question attempts to capture any infonnation that may have been missed.
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6.4 Sampling technique

6.4.1 Introduction

Proctor (2000) describes how once a researcher has decided how primary research is
to be collected “the next task is to obtain a sample of respondents that is
representative of the target population of interest”. Samples are taken because it is
often not feasible to collect data from all members of the population. Some definitions
are warranted at this stage.
Population: the entire group under study as specified by the objectives of the research
project.
Sample: a subset of the population about whom information may be gathered that
should represent the entire population.
Sample unit: the basic level of investigation (e.g. a household, school, phone user etc
(Bums and Bush, 1999).
Sampling is used in research for two reasons. The first reason is that the costs of
contacting every unit will often be prohibitive. Secondly, the time involved in
contacting all units would also be too great. Churchill offers a helpful flow chart for
selecting a research sample. See Fig 6.1
Figure 6.1 Procedure for drawing a sample.
1. Define the population

2. Identify the sampling frame

3. Select a sampling procedure

4. Determine the sample size

5. Select the sample units

6. Collect data from the sample units
Source: (Churchill, 1995)
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While Figure 6.1 outlines a theoretical procedure for drawing a sample the researcher
will outline what occurred in this research.

6.4.2 Defining the Sample Unit

A sample unit as defined above is ‘the basic unit of analysis’. In the current research
there are a number of characteristics which must be present to justify inclusion in the
primary research. The company must be an ‘SME’ as defined by the EU (EU
Commission, Recommendation QJLI24 6/5/2006). This is an enterprise which
employs fewer than 250 persons and which has an annual turnover not exceeding € 50
million and/or balance sheet total not exceeding € 43 million’. The second
characteristic is that the company must be indigenously owned. This requirement
links with the objectives of the research which are inspired by current government
policy in attempting to grow and strengthen indigenous companies. The third
characteristic is that the company must be engaged in, or hoping to export to foreign
markets. The Irish Government through a number of policy documents has
emphasised the need for strong export perfonnance due to the limited size of our
domestic market. The final characteristic of the sample unit is that the company must
be involved in the software arena. The reasons for choosing software as the target
group have been outlined earlier. Indigenous software companies are considered to
have potential for growth in sales, exports and employment. The sample unit for the
purposes of this research can therefore be defined as: indigenously owned Irish
software SMEs.

6.4.3 Identifying the sampling frame

A sampling frame is ‘a master list of all sample units in the population’ (Bums and
Bush 1999). Determining the sample frame in the current research proved challenging
both in terms of time and information. The researcher discovered that no definitive list
of the chosen sample units existed. A number of agencies were contacted to detemiine
the list, the first of being the Irish Software Association. The researcher was provided
with a list of the Association’s members, while this was a useful starting point it was
far from definitive. The researcher discovered that the ISA list included companies
which did not meet the definition which had been arrived at for the sample unit.
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Companies had to be excluded for a number of reasons: some companies were large
multinational coiporations which had a strong Irish operation e.g. Google, IBM.
These did not meet the criteria outlined in defining the sample unit and therefore were
excluded. Other companies were involved in services aspects of the software industry
e.g. venture capital firms or recruitment companies and these were also excluded. As
the research progressed another important characteristic was that companies were
making some attempt to design their own software and not merely acting as local
distributors for a worldwide software package or product.

The second source of infomiation in determining the sample frame was a very
comprehensive list of companies provided by the National Software Directorate, part
of Enterprise Ireland (www.nsd.ie). This list was generated between six and seven
years ago and proved to be of enormous benefit. There were some inaccuracies
however. The researcher contacted Enterprise Ireland to refine the list but was
infonned that the list to the best of their knowledge was accurate. In the current
author’s’s opinion work was needed to ensure that all companies on the list displayed
the correct characteristics outlined. The most effective yet time consuming method of
achieving this was to log onto each company’s website, if provided. For those
companies on the list without contact details, the current author used the search
engine Google to obtain details. Companies were excluded for a number of reasons
from the original list. Some were obviously internationally owned: Advance Systems
Ltd and Siebel Systems. Some were excluded because they operated solely in the Irish
market e.g. Achieve Website Design, Jordan Business Systems and Hardimann
Computer Training. Others acted as distribution agents for software packages
developed abroad: European Software Solutions, Headway Software and ProStrategy.
Some companies had closed down: Flexible Multimedia, Infosol Ltd and ORBO
technologies Ltd some had merged: Bridgecom Ltd, Entropy Ltd and Labyrinth Ltd.
Finally some company websites listed were not current, so the researcher used Google
to obtain as much infomiation as possible on the company. Within this group the
same exclusion criteria as outlined earlier were applied and the company was
removed from the sampling frame. In some cases no information could be found as to
whether the company still trades and in this circumstance they were omitted.
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The final source of information for the sampling frame was two HotOrigin reports
published in 2002 and 2003 about the Indigenous Software Cluster in Ireland. These
reports were published in conjunction with the Irish Software Association, InterTrade
Ireland, Enterprise Ireland and Goodbody Stockbrokers. They provided a list of
companies included in their surveys and these companies were cross-referenced with
the ISA and NSD lists. Finally, contact was made with Michelle Quinn, Director of
the Irish Software Association and Seamus Gallen, author of a number of reports on
the software area for Enterprise Ireland. The final list consisted of 534 companies.
Some of these were: Robiac Limited, Qumas, FINEOS Corporation, Neosera and
Gamma.

6.5 Data Collection
6.5.1 Introduction and difficulties encountered
The data for the primary aspect of the research was obtained in a four week period in
January and February of 2007. An online survey was carried out using software
provided by the internet based company ‘Surveymonkey’ (www.surveymonkey.com).
This software allowed flexibility in questionnaire design and the capability to send
reminders to non responders on a regular basis. In addition, the software allowed the
researcher to detennine what companies had responded and also to remove companies
that did not wish to participate in the research.

The data collection was carried out in two distinct stages. Firstly, a letter was sent to
all CEOs within target companies explaining the research and the questionnaire that
was to follow online. The CEOs information was sourced from company websites; if
it was not possible to ascertain the exact name of a CEO the letter was sent to ‘CEO’
care of the particular company. One week later an e-mail containing similar
information was sent to each company with a link to the survey. Within each email
was a link allowing companies to refuse further emails and be deleted from our
database. Within a period of three days a first reminder was sent to ‘non-responders’,
this email was shorter and encouraged responders to complete the survey. A final
reminder was sent one week after the initial email, this was entitled ‘final reminder’
and encouraged response one final time. The researcher felt that two reminders was
sufficient and any further attempts would have been excessive.
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With five hundred and forty potential respondents the researcher split the group into
two sections and carried out the data collection over a four week peiiod. All letters
and emails are enclosed in appendix A, C, D and E.

Difficulties encountered
One difficulty was in getting accurate information as to who was the key decision
maker within the organisation. A decision was taken to contact the CEO of each
organisation if the sales manager or sales trainer details was not available. This was
done on the assumption that the CEO would know who had responsibility for sales
training within the company.

A second difficulty was in obtaining accurate email addresses. With such a large
number of companies (540), it was impossible to contact each company individually
by phone to get such information. The researcher relied on contact information
provided by the NSD (National Software Directorate, available on NSI.com) and from
work carried out by the researcher checking each company’s website. In many cases
this infonnation was of a general sales(^ or mio@ nature. A danger here was that the
intended recipient may not receive the email. The researcher attempted to overcome
this difficulty by including a request within each email asking for the email to be
forwarded to the relevant person.

One technical difficulty was that when the email was forwarded onto a third party the
‘live’ link to the Survey Monkey website and survey was dropped. The researcher
overcame this by requesting respondents to ‘cut’ and ‘paste’ the address into their
browser. It is a reasonable assumption that as the respondents are working in the
software arena, this would not be beyond their capability.

The final difficulty encountered by the researcher was the issue of the emails being
deemed ‘spam’ by the companies email system. This was particularly a risk when a
general info@ or sales@ email address was used. This issue was difficult to overcome
but the researcher did attempt to ascertain more specific addresses by accessing
companies websites again or emailing and looking for specific addresses. This was
reasonably successful, and will be dealt with in greater detail in the response rate
section (6.5.2).
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6.5.2 Response to the survey

The initial list of 534 companies was split into two sections, section one consisted of
244 companies and section two of 290 companies. The research was carried out in
this manner to facilitate sending of the hard copy letter to companies. As many
companies seemed to possess firewalls which ‘bounced’ any messages that the
firewall deemed ‘spam’, the researcher attempted to refine the email addresses to
which the original message was sent. On average a fifth ‘bounced’ back, this
necessitated further investigation by the researcher and refinement of the email
addresses.

Results
Of the first 244 companies that were mailed, 41 were deemed undeliverable despite
the researcher’s attempts to perfect the e-address of the respondent. In the second
wave 290 companies were mailed, of these 49 were deemed undeliverable. In total, of
the 534 companies mailed 90 were not contactable. 14 companies declined to respond
using the ‘refusal’ option in the survey. To conclude, of the 534 companies contacted
430 were deemed to be eligible to respond. 63 companies responded which is a
response rate of 14.7%. This response rate was deemed acceptable and representative
of the population. The next section will present the research findings.
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Chapter 7
Results
The research findings will be presented along a number of themes; incidence of
training undertaken by companies, the objectives of sales training, the focus of
training interventions, types of training interventions and the evaluation methods
used. There will be a preliminary examination of the response rate to the survey.

7.1 Response Rate to the survey

The survey received responses from 63 companies, of these 63 replies 61
answered with details of company size. With reference to the Small Business
Forum report (2006) the current author grouped companies according to the
following employee numbers: 0-9, 10-19, 20-49 and 50+. The size distribution is
presented in Figure 7.1 Due to the relatively small number of responses within
each subgroup the current author feels that the research will, at best, give an
indication of the state of sales training within indigenous software companies
rather than act as a definitive guide as to what is occurring within the area in
general. It is felt that the survey provides interesting insights into training
interventions that are occurring.

Table 7.1 Response by company size

Company Size
0-9

Number of Companies
23

% of Companies
36%

10-19

7

11%

20-49

15

24%

50+

16

25%

(The discrepancy of 4% in the % column is due to two companies who responded but did not give size figures but
did complete other details of the survey).
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7.2 Incidence of sales training
Within the questionnaire question 2 and question 15 attempted to diseover the
incidenee of sales training that is eurrently being carried out by companies.
Question 2 asked what level of sales training had been carried out by companies in
the recent past. The results are presented below.

Figure 7.1 Incidence of Sales training

Has the company conducted training?
35
30
25
20
15
10
5

0
Yes, in the last 12
months

Yes, in the
previous 12
months

None in the last 2
years

Of 63 responses to the question 20 companies did not carry out any training within
the previous 2 years. Of companies who carry out sales 28 conducted training in
the last 12 months, 11 conducted training in the previous 12 months and 4
conducted training in both of the past two years.
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7.2.1 Training / Non training by company size.
By cross tabulating data on the size of respondent SMEs (Question 1) with data on
the incidence of sales training (Question 2), propensity to sales train by eompany
size is generated, seen in Table 7.2.

Table 7.2 Incidence of training by eompany size

Company Size

Train

Do Not Train

0-9

10(42%)

14 (58%)

10-20

6 (86%)

2 (14%)

20-49

13(81%)

3 (19%)

50+

14 (93%)

1 (7%)

It can be seen that there is a good spread of training active companies with regard
to size in this survey. Larger SMEs seem more likely to train, while companies in
the 10-49 bands seem positive towards training. From the limited data available it
appears that SMEs of all sizes conduct training. Smaller companies appear to be
less likely to do sales training (Table 7.2)

7.2.2 Barriers to training

Question 15 attempted to discover any reasons why companies do not train. The
question was open ended: ‘why is no sales training done in your company?’
Responses to the open ended question were grouped and the results can be seen on
the following page in Figure 7.2
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Figure 7.2 Reasons why companies do not conduct training

Why is no sales training done in your company?

No Need

Lack of structure

Unsure of benefit

Company size
(small)

Too costly /
unavailable

With reference to Figure 7.2, ‘lack of structure’ refers to the software companies
not to external training organisations, ‘size’ implies respondent companies are too
small to require it or there are too few new recruits, and ‘no need’ covered a
number of issues but mainly that existing skill sets were satisfactory.

7.3 SME objective setting in regard to sales training

Regularly setting sales training objectives has been described in the literature as of
great importance in developing more effective sales training programmes.
Question 12 dealt with the frequency of objective setting. The results are
presented in figure 7.3.
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Figure 7.3 Frequency of Objective Setting for Sales Training
Frequency of objective setting
25

20

15

10

As the need
arises

Yearly

Ne\^r

Evary six
months

It can be seen that half the sales training active companies set training objectives
as the need arises while 17 (7) % never set them. 68% (28) of firnis do not
regularly set sales training objectives. This will have an effect on evaluation
processes that companies practise. The literature suggests that the setting of
specific and regular training objectives is of critical importance in developing
effective training interventions.

7.3.1 Types of training objectives
Companies were offered four options: to achieve sales growth objectives, to bring
new recruits up to speed, to fill identified sales gaps and to motivate good sales
staff. For reply, respondents had the choice of exactly, to some extent and not at
all. The results are presented in Table 7.3 on the following page:

no

Table 7.3 Sales Training Objectives
Exactly

To some
extent

Not at
all

Response Rate

To achieve company sales
growth objectives

34

5

0

39

To bring new recruits up to
speed

12

17

5

34

To fill identified skills gaps

13

20

4

37

To reward or motivate staff

4

17

14

35

The highest response in the ‘exactly’ option was ‘to achieve company sales
growth objectives’. Bringing recruits up to speed and filling identified skills gaps
was of lesser importance and rewarding and motivating staff was not a main
objective of the sales training. A caveat in relation to ‘bringing new recruits up to
speed’ may be that companies may not recruit every year and so may not have a
training requirement. In other circumstances this objective may figure higher on
the list of objectives.

7.4 Skills/knowledge on which training focused
Question 6 gave options of 'mainly', ‘to some extent’ or ‘not at all’ as possible
answers as to a menu of skills which the training focused on. The four areas most
focused on by examining the ‘mainly’ option were prospecting, relationship
building, account management and presentation skills. The responses of ‘mainly’
and ‘to some extent’ were combined and ranked 1 to 7. The results are presented
in Table 7.4 on the following page.

Ill

Table 7.4 Ranking of skills on which training focused.
(Responses of “mainly” and “to some extent” combined)

Prospecting
Relationship Building
Account Management
Competitor Information
Presentation Skills
Product Knowledge
Territory Management

The possibility of some bias from the ‘to some extent’ group was eonsidered so
the researcher looked at both the ‘mainly’ and the ‘to some extent’ individually.
What was of interest was that prospecting, relationship building and aceount
management also appeared in the top four of both the individual, (mainly and to
some extent), rankings. It is clear that in the current survey these are areas of
importance.
Table 7.5 Ranking of skills on which training “mainly” focused
Prospecting
Relationship Building
Account Management
Presentation Skills
Product Knowledge
Competitor Knowledge
Territory Management

Table 7.6 Ranking of skills on whieh training foeused “to some extent”
Competitor Knowledge
Prospecting
Relationship Building
Account Management
Presentation Skills
Product Knowledge
Territory Management

It can be dedueed that three areas eompanies eoneentrate on most are prospecting,
relationship building and aceount management. These findings imply that the
skills that SMEs value and train for the most are those involved in sourcing
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customers, obtaining sales through close relationships and managing that
relationship.
7.5 Type of training method

In question 3 companies were asked what types of training they carried out. The
results are presented in Figure 7.4.

Figure 7.4 Types of training
What type of training was conducted

Web enabled course

Training course in
college / institute

Workshop training

On the job selling (with
manager)

42 valid responses were obtained with the following results: the most frequent
type of training was workshop (64% of respondents), followed by on-the-job
selling aecompanied by sales trainer/manager (43% of respondents). Some
eompanies had used a number of different training activities. This would appear to
be consistent with the information from literature (Roman and Ruiz 2002). Formal
training courses in third level institutes were also popular (38% of respondent
companies).
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7.6 Agent of training delivery
Question 4 and question 5 in the survey dealt with the delivery of training.
Question 4 asked ‘who earned out the training?’ The results are shown in Figure
7.5.

Figure 7.5 Training deliverers
Who carried out the training

n=42

External trainers and sales managers within eompanies are the predominant
deliverers of training in SMEs surveyed.

Question 5 dealt specifically with external training. Its objective was to discover
whether external training was generalised or bespoke. 36 sales active companies
responded and the results are presented in Figure 7.6.

14

Figure 7.6 Types of external training

7.7 Findings relating to training evaluation
The questions used in this section followed the model proposed by Kirkpatrick
and referred to frequently in the literature review. The initial question referred to
Kirkpatrick’s Level 1 evaluation based upon the trainee’s reaction to the course
including rating the presenter, materials and venue.

Figure 7.7 Kirkpatrick Level 1 Evaluation
Were the trainees' comments/reactions
formally recorded?

25%

□ Yes
O No

15

A further open ended question was asked: “If yes how was the information used?”
8 of the 10 Yes respondents above replied and they included: “for future sales
training” (3 similar replies), “to drive sales process improvements” and “to check
performance of training”.

The “Yes” response rate of 25% seems low relative to what has been seen in the
literature (78% according to Attia et al, 2005). The high number of “NOs” may be
due to a misinterpretation of the question, in external workshop courses the
training facilitator often provides a reaction form. The respondents to the survey
may have assumed that this question related to whether they (the sales manager or
CEOs) did or did not fonnally record trainees’ responses.

The questionnaire also attempted to discover whether companies were evaluating
at Kirkpatrick’s Level 2. The level 2 reactions relate to knowledge learnt or skills
acquired during a training intervention, see Figure 7.8.

Figure 7.8 Kirkpatrick Level 2 Evaluation
Did the company evaluate knowledge acquired by trainees?

Yes, formally
10%
Not at all,
33%

Yes, informally,
57%
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n=41

The response rate of 10% formal evaluation again seems low, 57% elaim to
infonnally evaluate the knowledge gained or skills learnt, while 33% of
respondents are not evaluating at this level. The options in the survey were ‘yes,
formally’, ‘yes informally’ or ‘not at all’. An open ended option was also provided
for in this question, which probed how companies are evaluating. 14 of the 24 ‘yes
formally’ or ‘yes informally’ responded to the open ended question.

Some of their answers are as follows:
“through appraisal”
“interviews with each participant”
“general feedback”
“staff doing a report”
“Q and A sessions”
“Chaf’
“discussion”.

Many of the answers suggest evaluation of an informal nature, the literature
suggests that skills gained or knowledge learnt is usually evaluated through tests
or role play practice. It may be that companies that are attempting to evaluate are
using methods that may be more appropriate to other levels of the Kirkpatrick
model such as behavioural changes which are considered Level 3 evaluation.

The key level of evaluation according to the literature (Leach and Liu, 2003) is
Level 3 of the Kirkpatrick model. This level is referred to as behavioural change
or transfer of learning.
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Figure 7.9 Kirkpatrick Level 3 Evaluation

Did the companies evaluate whether employees
performed their jobs differently after training

n = 40

Yes 40%

No 60%

The results again provide some interesting data. Attia et al (2005) suggest that on
average 9% of companies evaluate their sales training activities at the behavioural
level (Attia et al, 2005). The data from Figure 7.9 implies that many more
companies are evaluating at this level. The open ended question (“if yes how was
the evaluation done and by whom?”) gave some insight as to how companies were
evaluating at this level and if this evaluation was consistent with approaches seen
in the literature. Fourteen valid responses were obtained from the 16 who stated
that they did evaluate. Of the answers given the researcher decided that 2
respondents did not understand the question, 6 used annual appraisals or sales
results to evaluate while 6 monitored trainee perfoiTnance through sales managers
which is the method recommended by the literature.

The final stage in evaluation is whether sales training helped contribute to
attaining company objectives and will be dealt with on the subsequent page.
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Kirkpatrick Level 4 Evaluation
This level of evaluation relates to how training contributes to achieving company
strategic objectives. It is considered to be the most difficult level to evaluate.

Figure 7.10 Company Level objectives
Did the training help the company
reach its objectives?

□ 52%

n =42

□ Yes, to some
extent
■ Yes, certainly
□ Not really
□ Don't know

24%

It appears that companies feel that their sales training is, on the whole,
contributing to their overall success. It can be assumed that if few have formal
methods for the other levels of evaluation then they are unlikely to have a formal
method at this the most difficult level of the Kirkpatrick model. However without
further investigation this can not be stated definitively.

119

The final part of the evaluation seetion focused on barriers to evaluation. The
results are shown in Table 7.7:

Table 7.7 Attitudes to evaluating sales training

Too time consuming
Too costly
No clear benefit
No method

1 agree
8
4
1
5

I disagree
25
23
34
24

Not sure
6
9
3
8

Respondent rate
38
36
38
37

In general it appears that companies’ attitudes are positive towards evaluating
sales training. They do not feel it is too costly or time consuming. In addition, they
feel there is a benefit in performing it and they feel that a suitable method of
evaluation is available.
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Chapter 8
Discussion of research findings and recommendations

8.1 Company response

The response of 63 companies to the survey was deemed acceptable as it constituted a
14.7% response rate. The numbers within each size category are relatively small and
therefore it is not possible to make any prescriptive findings from the work carried
out. In addition it is necessary to qualify this view in the following manner. Of the
85.3% of companies conducted during the survey one could speculate that this non
response may have been due to a high workload or recipients assigning ‘another’
survey a low priority. Another view with regard to the high non-response rate may be
that these companies are not, in fact, conducting any sales training and their non
response may be a method of concealing this fact. In effect, what the current author is
suggesting is that it is possible that current level of sales training may be lower than
the survey suggests.
One method of obtaining further insight into company motivations for non-response
may have been to conduct some short telephone surveys to determine the degree of
training that these companies conduct. Time constraints did not permit this to happen.
It is important, therefore, that the reader be aware of the possibility that the incidence
of non-training may be higher than that which is reported in the current findings. The
current author does feel however that the survey provides an interesting snapshot of
the training and evaluation activities of indigenous Irish software SMEs.

8.2 Incidence of training

The first area for discussion is in relation to the incidence of training within
companies. Of 63 companies that responded 20 indicated that they have not
conducted training in the last 2 years, this does not mean that they are not conducting
training at any stage, a more in-depth analysis for their reasons will be presented a
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little later. Of the remaining 43 companies, 28 conducted training in the past 12
months, 11 trained in the previous 12 months which implies that 4 companies trained
in both periods. There is a suggestion that companies are sales training on a relatively
frequent basis. What can be drawn from this information is that, in this surv'ey, one
third of companies are not training regularly.

It was possible to break respondent companies by size as presented in Table 7.1. The
breakdown in the sales training active group was 23% (0-9), 14% (10-19), 30% (2049) and 33% (50+). It can be seen that in this survey there was an even spread
amongst the differing sizes of training active companies.

However 70% of respondent SMEs who had not done sales training over the past
twoyears were small i.e. 0-9 employees. When asked ‘why is no sales training done in
your company?’, responses ranged from small size, no need, too costly, not convinced
of benefit through to lack of structure and don’t know. This would appear consistent
with what was discovered in the literature, in particular the reasons discovered by the
EGFSN in a 2000 report.

Summary of Finding 1
The first finding of the primary research is that software SMEs of all sizes are actively
involved in sales training , the segment who appear to train less are those of a smaller
size. Their reasons for not engaging in training appear consistent with what has been
seen in previous literature and policy documents. Government and other enterprise
support agencies appear to be well aware of the need and means of rectifying these
difficulties (Forfas, 2004).

8.3 SME Objective Setting for Sales Training
The degree to which software SMEs set sales training objectives was investigated in
the survey. The literature has highlighted the importance of objective setting (Leach
and Liu 2003) and (Attia et al, 2005) amongst others. The survey was structured to
achieve honest insight into the degree of objective setting; this was achieved through
placing the questions further into the questionnaire and not at the beginning where

122

they may be expected to be. This structure was to avoid a respondent giving what they
felt was an acceptable rather than an honest answer.

The research found that in the survey 68% of the companies do not regularly set sales
training objectives. In the survey 51% set objectives ‘as the need arises’, 17% ‘never’,
10% ‘every six months’ and 24% ‘yearly’. This will influence how efficiently
companies can evaluate their sale straining programmes. The results relating to the
level of objective setting appear consistent with what Lupton et al (1999), Honeycutt
et al (1993) and Dubinsky (1981) have found. It would appear to the current author
that companies need to be more specific and frequent in setting sales straining
objectives if they are to gain from sales training interventions, ‘effective
measurement....should begin by developing appropriate and specific training
objectives’ Leach and Liu (2003).

The research sought an understanding as to what sales training objectives companies
set. The options presented were: ‘to achieve company sales growth objectives’, ‘to
bring new recruits up to speed’, ‘to fill identified skills gaps’ or ‘to reward / motivate
staff. Respondents were asked to apply one of the following responses: ‘exactly’, ‘to
some extent’ or ‘not at all’ to each option. The strongest response was 34 stating
‘exactly’ to the ‘achieve company sales growth objectives’. Bringing recruits up to
speed and filling identified skill gaps appeared to be of lesser importance, rewarding
and motivating staff were not main objectives of the training that SMEs in this survey
carried out.

This focus on achieving sales growth objectives is an interesting finding. On the one
hand it differs from what the literature reported as the sales training objectives of
larger companies, Honeycutt et al (1999). Their objectives included: decreasing
turnover of staff, improving customer relationships, decreasing selling costs,
improving sales force sue of time, improving control of the sales force and improving
sales volume generated. On the other hand they appear consistent with Hill’s (2001)
that the main focus of SMEs is the sale.
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Summary of Finding 2
It may be wrong to criticise SMEs on account of their sales focus as the research has
discussed earlier. SMEs focus on sales may result in mature, realistic relationships
with their customers, but if they are to achieve greater results from their sales training
interventions they may need to be more specific when setting their training objectives.
A company may achieve its sales growth objectives but this may not be related to the
sales training they have carried out. It is the contention of this research that companies
should set specific sales training objectives focusing on improving the skill sets of
employees. It is not feasible to define specifically what these skills should be; each
company and industry is different. A competency framework approach as suggested
by Attia et al (2005) may be warranted. In this approach companies identify
competencies or skills in high perfonning sales people; they should then use this
information to train others.

8.4 Skills/knowledge on which training focused

Questions 6 and 3 in the questionnaire dealt with the types of training that were
carried out as well as the focus of training. In question 6 respondents were asked
‘what did the training focus on?’ They were given seven options as to types of
training and were asked to rate ‘mainly’ ‘to some extent’ or ‘not at all’. In analysing
the results the ‘mainly’ and ‘to some extent’ options were combined to get an overall
impression of which were the key areas. The top four results, in order, were
prospecting, relationship building, account management and competitor information.
The researcher analysed the top five sales skills that received either ‘mainly’ and ‘to
some extent’ responses and found that a pattern emerged. Three skills of selling that
figured in the top four were (1) prospecting, (2) relationship building and (3) account
management.

These results appear logical as the majority of SMEs surveyed are relatively small
with strong need for sales growth to drive their development. Prospecting is an
important step in developing successful sales so it is not unusual for it to figure so
strongly. A follow on from finding customers is to develop relationships with them;
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the importance of a relationship selling approach has been discussed extensively
earlier (Dawson, 1970), so it comes as no suiprise to find that surveyed companies
also valued it highly. Account management was also an important area for companies
to focus on. Again this seems reasonable as once customers are approached and
relationships established with them it is important to manage that relationship. The
skill areas focused on by companies appear to tally with what Forfas (2004) found in
their report ‘Innovate Market Sell’. In that report ‘sales implementation’, which
covers the activities of prospecting, personal selling, territory management, sales
promotion and client follow-up, was considered to be of a poor standard in Irish
SMEs.

Question 3 in the survey focused on the methodology of training employed. It gave
four options: on-the-job, workshop, training course in institute or web-enabled course.
There were 42 respondents and, again, some used a number of methods. The most
popular were workshop and on-the-job. This seems to tally with the recommendations
as to the most effective means of training as per the literature. Jackson and Hirsch
(1996) state that on-the-job is “the most effective method of increasing sales
performance”. Roman and Ruiz (2002) concur that on-the-job is an effective method
but they state that external and internal courses are also effective. It would appear that
companies use a variety of methods (there were 42 respondents to the question overall
but 62 responses to the 4 options: implying some companies use more than one. This
tallies with findings in the literature, Lupton et al (1999) state that the methods chosen
to train should reflect the company’s unique set of circumstances as “there is clearly
no one sales situation and no one standard way to sell in each situation”.

Summary of Finding 3
Companies in the survey appear to focus on training of sales skills previously
identified as important by government policy documents, and they appear to be
adaptive in how they train. This would appear to be a theoretically correct approach.

8.5 Agent of Training Delivery

Question 4 and 5 in the survey related to who delivered the training. The first question
was ‘who carried out the training?’. Options were external trainers, training managers.
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sales managers, existing sales staff, on-line or other. The question was ineluded to
ascertain the degree of internal and external involvement in the training delivery.
Companies are using a number of options (there were 42 respondents but 61
responses to the question) but delivery agents are external trainers (34 responses) and
sales managers (15 responses). See Figure 7.5

As majority of training (Figure 7.4) is workshop based, it is expected that external
trainers should be the biggest group involved in delivering training. Sales mangers
would also be expected to be involved along with existing sales staff (24 responses
from a total of 61), as the second most popular method of sales training was on-thejob. The involvement of sales managers is noteworthy as they have a crucial role to
play in the behavioural evaluation of sales training. Their involvement in the delivery
of training can only enhance their input into its evaluation.

Question 5 asked whether training was generalised or bespoke. 21 used generalised
training, 10 used customised training while 5 companies used a combination of the
two. The key point here is not whether any one choice is right or wrong, more so that
the choice is appropriate for each company at each stage of its development.

Summary of Finding 4
External trainers and sales managers are key deliverers of training in this survey.
Companies are using both tailored and generalised training programmes when using
external training providers.

8.6 Evaluation of Sales Training

Evaluation of sales training is considered of prime importance by the researcher in
developing more effective sales training programmes. Much of the survey dealt with
the area of sales training. The degree of sales training evaluation carried out by
companies in the survey can be analysed by reference to different levels of the
Kirkpatrick model (1959).
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In the survey 25% of companies reported that they evaluated the training at
Kirkpatrick’s Level 1. This figure seems low compared to what the literature reported;
in their research Attia et al (2005) put the figure at 78%. A problem may have existed
in the question however, it asked: ‘did you fonnally record the trainees etc.’
Following question 4’s finding that 34 companies utilised external trainers to train,
companies may not have known whether this level was in fact evaluated or not. In
question 3, which related to types of training, it was observed that many companies
use on-the-job sales training. Managers may not have been aware of the need or
methods available to evaluate at this level. These two points may contribute to the low
response rate compared to that reported in the literature. On the one hand companies
using external training may have felt that as their sales manger did not evaluate the
training that it wasn’t done, even though it may have been performed by the external
trainer. On the other hand, managers may not have evaluated this level (reaction) if
training was on the job.
Despite these considerations the researcher feels that companies need to be more
aware of the need for evaluation at this level. A poor reaction may not impact on
behavioural change but it may impact on skill attainment or knowledge acquisition
(Leach and Liu, 2003).
Level 2 evaluations of the Kirkpatrick model relate to knowledge gained or skills
learnt. Question 8 asked whether companies evaluated “knowledge acquired”
formally or informally. In the survey 28 companies out of a total of 41 responses
stated that they were evaluating at this level, and of the 28 companies 24 mentioned
that they were using an informal method. An open ended question discovered that
companies use appraisals, interviews, general feedback or discussion to evaluate at
the level. The literature suggests that this level of evaluation is best carried out
through tests or role play (Leach and Liu, 2003). It is the feeling of the researcher that
companies are attempting to evaluate at this level but a lack of awareness may exist as
to which tools are best suited to do this.

Level 3 evaluations relate to transfer of learning or behavioural changes that result
from training interventions. In this survey 16 responses to question 9 out of a total of
40 indicated that they evaluated at this level. While acknowledging the size of the
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survey and the fact that training active companies may be more aware of the need for
behavioural evaluation, the response rate of 40% does not tally with 9% seen in the
literature, Attia et al (2005). There may have been a misunderstanding of what the
question was investigating. The open ended question attempted to discover the ways
in which companies evaluated at this level. Responses varied from ‘not formally’,
‘sales results’, and ‘perfonnance appraisal’ to ‘observation’. The key method
proposed in the literature is sales manager observation (Leach and Liu, 2003). Six
companies appeared to utilise this method.

The importance of effective Level 3

evaluation has already been discussed: “learning transfer measures may be the only
type of evaluation to provide valuable insight” (Leach and Liu, 2003). It is the opinion
of the researcher that some companies are attempting to measure correctly at this
level, the methods they use may need to be improved.

The fourth level in Kirkpatrick’s model refers to training’s contribution to achieving
organisational objectives. Question 10 in the survey dealt with this. The responses on
the whole were positive, 32 out of 42 replied ‘yes certainly’ or ‘yes to some extent’. It
is difficult to achieve a clear picture of what companies are doing with regard to this
level of sales training evaluation. It would appear that companies feel that their sales
training is contributing to their overall success. It may be inferred that if companies
do not have fonnal methods of evaluating at the other Kirkpatrick levels it is unlikely
they will have a formal method at this level. Level 4 evaluations are the most difficult
to carry out (Kirkpatrick, 1998). With regard to the level of sales training evaluation
that companies carry out the last question (Qll) in the section may provide some
valuable insight. There may also have been a “rose coloured spectacles” effect, where
respondents wanted to see effective results from money spent on sales training”. The
question referred to respondent’s attitude to training evaluation. The responses were
positive in regard to the length of time evaluation took, cost of evaluation, the benefit
to be achieved from evaluating training and finally, whether a clear method to
evaluate existed or not.

To summarise, there appears to be some discrepancy between what the respondents
feel about evaluating training and what they do. One view may be that, as SMEs,
these companies cut to the chase and evaluate where they really should: the
behavioural level. This may tie in with Hill’s work in relation to SMEs and their clear
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focus on getting the sale. An opposing view is that companies are aware of the
benefits of evaluating training but are confused in relation to the methods to use to
achieve effective evaluation.

Summary of Finding 5
While acknowledging both views, above, it is the opinion of the researcher that
companies in the survey are aware of the benefits of effective evaluation but, as
suggested in literature, are not carrying out this evaluation in the most effective
manner. Guidance is needed here as to the levels of evaluation that exist, the methods
to be employed at each level and the benefits that would accrue from implementing
these methods.

8.7 Research Recommendations

Recommendation 1
Enterprise support agencies and other stakeholders need to be cognisant of the
overwhelming selling drive of SMEs.
One objective of the research was to discover why companies conduct sales training.
The research has confirmed what Hill (2001) stated with regard to SMEs main focus
being the attainment of the ‘sale’. This sales orientation is not a negative and needs to
be recognised as being a viable approach to business. Focusing on selling allows
companies to satisfy their customers’ needs and to maintain mature practical
relationships with them. “The sales orientation must be fully embraeed by government
bodies, management educators and academic researchers seeking to improve the
marketing fortunes of SMEs” (Hill, 2001).
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Recommendation 2
Companies need to focus more clearly on setting sales training objectives at regular
objectives.

A second objective was to discover what barriers to effective training existed within
the SME group of companies. The literature demonstrated how Government policy
has focused on delivering more accessible training options for smaller companies (e.g.
Skillsnets and the Sales STAR programme specifically for software companies). The
research has discovered that the majority of companies in this survey (68%) do not set
sales training objectives or set them only as the need arises. This is an important
barrier to effective training. Companies should be made aware of the need for setting
specific and timely sales training objectives. This will allow for more effective
evaluation which will in turn enhance the effectiveness of the training intervention.

Recommendation 3
Companies need guidance in the development of a structured training evaluation
method.

The research discovered that companies have a positive attitude to the role evaluation
can play in developing their sales competencies. There appears to be some difficulty
in transferring this attitude into practice however. The research indicated that
companies are evaluating less at the levels that one would expect them to and more at
the more difficult levels (Section 8.6) Open ended survey questions indicate that the
majority of companies have not adopted formal methods of evaluating their training
and may need guidance in this regard.

The current author would cautiously recommend companies to adopt a method similar
to that proposed by Attia et al (2005). This method involves 1) assessing training
needs; 2) setting clear and measurable sales training objectives, 3) assessing training
impact on trainees, companies should concentrate on the training changing trainee
behaviour through training and 3) assessing the training’s impact on the firm.
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Companies appear to be aware of the need for sales training in building competencies
and they also appear to be aware of the benefits of evaluating this training. The
research recommends that a company would improve its training effectiveness if it a)
set specific training objectives and b) concentrated sales managers minds on
evaluating the training at the behavioural or ‘transfer of learning’ stage.
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Appendix A
Letter to software companies

Mike Falahee
Research Student
C.I.T.
Rossa Avenue
Cork.

Dear
I am writing to introduce a survey I am undertaking as part of a Masters Research
project. I currently work as a hospital sales representative in the pharmaceutical
industry and am a business graduate of U.C.C with ten years experience in the sales
arena both in Ireland and the U.K. My time in sales has led to an interest in the area of
sales training and in particular, its management and evaluation.
Recent government reports highlighted the importance of a strong indigenous SME
sector and software has been identified as a key area for growth. The reports say that
improvements are needed in the areas of sales and marketing and also innovation.
This is where the idea of the current research started.
The research involves a survey into practices relating to management and evaluation
of sales training.
I intend make research findings available to all who participate and hope that it may
provide some guidance to companies on how to manage and evaluate sales training
effectively. The overall aim is to enable companies to achieve better sales
performance resulting from improved management of sales training.
Next week I will send you a questionnaire by email which I ask you kindly to
complete I would greatly appreciate if you could take 10 to 15 minutes to answer the
questionnaire. For each completed questionnaire I am pledging € 2 to the charity
Bothar. Bothar specialises in providing farm animals to poorer regions around the
world. More information can be found at www.bothar.ie. The more questionnaires
answered the more can be donated to this worthwhile cause. Let’s send a cow not a
sheep!
If you delegate responsibility for sales training to another person in your company,
would you please pass on the questionnaire, and ask that person to reply.
Thanking you in advance.

Mike Falahee
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Appendix B. The sales questionnaire as it appeared on a recipient’s computer.

Sales Training Questionnaire

Exit this survey

2. Sales training

1. What is the size of your company? (Please state the number of
employees)

2. Has the company conducted sales training ...
(Please tick the relevant box)

In the past 12 months
In the previous 12 months
None in the last 2 years (If none please skip to Question 15)

3. What type(s) of training was carried out?
(Tick as many as are appropriate)

On the (selling) job accompanied by sales trainer or sales manager
Workshop training
Training course on selling or sales in College or Institute
Web enabled course ( with or without classsroom support)
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4. Who carried out the training?
(Tick box(es) as appropriate)
External trainers
Training managers
Sales manager
Existing sales staff
On-line or computer based
Other (please specify)

5. If trainees received external training please tick whether it was.
General sales training
Customised for your company

6. What did the training focus on?
(Tick box(es) as appropriate)
Mainly

Competitor/Industry
Knowledge

Territory Management

Presentation Skills

Relationship Building

Account Management
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To some extent

Not at all

Prospecting
Qualifying

and

Product Knowledge

<< Prev

Next >>

3. Training Evaluation
This section deals with the degree to which the sales
training done in your connpany was evaluated

7. Did you formally record the trainees' comments / reactions to the
sales training programme after they received training?

Yes
No
If yes...how was the information used?

J

8. Did the company evaluate knowledge acquired by trainees during
sales training ?

Yes, formally
^

Yes, informally
Not at all
If yes (formally or informally) how was the evaluation done?

j
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9. Did the company evaluate whether employees performed their
jobs differently after they received sales training?

Yes
No
If yes, how was the evaluation done? and by whom?

J

10. Did the training
objectives?
(Please tick one box)

carried

out

help

the

company

reach

its

Yes, certainly
Yes to some extent
Not really
Don't know

11. Some possible attitudes to evaluating the effectiveness of sales
training
are
listed
below.
Please tick
(multiple
if needed) to
indicate your view.
Evaluating sales training is:

I agree

Too time consuming

Too costly

No clear benefit in doing so
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I disagree

I'm not sure

No reliable way of evaluating

<< Prev

Next >>

4. Sales Training Objectives
The last section of the questionnaire deals with sales
training objectives.

12. How often does the company set sales training objectives?
Please tick the appropriate box.

Never
Every six months
Yearly
As the need arises

13. How well do the following describe the objectives of your
company's
sales
training?
Please tick (multiple if needed) to indicate your view.

Exactly

To achieve company sales
growth objectives

To bring new sales recruits
up to speed

To fill identified skills gaps
of current staff
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To some extent

Not at all

To reward or
good sales staff

<< Prev

motivate

Next >>

5. Conclusion
Thank you for taking the time to complete this
questionnaire.
Q's 15 and 16 are intended for those companies who have
not conducted sales training in the last 2 years.
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Appendix C
Email to software companies (1)
FAO: [FirstName] [LastName]
I am writing to introduce a survey I am conducting as part of a Masters Researeh
project in CIT Cork. I am currently working in the pharmaceutical industry and have
ten years sales experience both in Ireland and the UK,
The research project focuses on the management and evaluation of sales training in
the indigenous software sector in Ireland. Research indicates that there are practical
improvements that may be made in this regard.
Attached is a questionnaire that I would appreciate you taking the time to eomplete. It
is a relatively painless exercise and should take no longer than seven minutes.
Simply click on the link below and the questionnaire comes up on your screen.
If the link is not live I would appreciate if you could cut and paste the link to your
browser, this will direct you to the questionnaire (this messsage may have been
foi*warded onto you).
[SurveyLink],
If you do not wish to fdl out the survey please click on the link provided below.
[RemoveLink].
For each completed questionnaire I am pledging €2 to the charity Bothar
(www.bothar.org), €2 may seem a small amount to us in Ireland but it can make a
huge difference to the lives of those less well-off in the Third World. Please help me
to achieve this goal!
Finally I will be making the results of my research available to any company who
completes the questionnaire. It is hoped that the results will be of a practical nature
and may make some contribution to improving sales force efficacy.
Thanking you in advance
Mike Falahee
P.S. If this message arrives at a general 'mio@ or sales(§ address I would be greatful
if you could forward it onto the person with responsibility for sales and marketing in
your company.
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Appendix D
Email to software companies (2)
Hi!
Within the last week your company will have received an email containing a survey
relating to sales training. This is part of a Masters degree 1 am conducting in CIT
Cork. 1 am a salesperson with ten years experience in the pharmaceutical industry
both in Ireland and the U.K.; this has lead to an interest in developing sales
competencies and subsequently the Masters research.
The survey will take approximately 4 minutes to complete and is a relatively painless
exercise. 1 would greatly appreciate it if you could take the time to complete it.
Just click on the link below:
[SurveyLink],
If the link is not live (it may have been forwarded onto you) please cut and paste the
address into your internet browser and the suiwey will appear.
For each completed survey 1 will be contributing €2 to the charity Bothar
(www.bothar.org).
If this mail arrives at a general info(§ or sales@ address 1 would greatly appreciate it
if it could be forwarded it to the person who has responsibility for sales or training
within the company.
Thank you for your time!
Regards
Mike Falahee
Please note: If you do not wish to receive further emails from us, please click the link
below, and you will be automatically removed from our mailing list.
[RemoveLink]
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Appendix E
Email to software companies (3)
Hi Again!
You have probably received one, if not two, emails from me in the last two weeks
regarding a survey I am carrying out in relation to sales training evaluation. I can
guarantee you that this is the final reminder regarding this survey! The average time
taken to complete it so far has been 5-7 minutes; doing so would greatly assist me in
my research.
Here is a link to the survey:
[SurveyLink]
If the link is not live (this message may have been forwarded onto you), please cut
and paste the link address into your internet browser and the survey will appear.
As stated previously I am donating €2 to www.bothar.org for each completed survey.
If anyone would like to acquire the results of the research, I will be making them
available to all on completion of my Masters study.
If this mail is received at an info@ or sales(^ address I would be greatful if it could be
sent to the person within the organisation with responsibility for sales or training.
Thanks for your participation,
Mike Falahee
FMease note: If you do not wish to receive further emails from us, please click the link
below, and you will be automatically removed from our mailing list.
[RemoveLink]
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